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International public relations is one of the fastest growing areas in the public 

relations field . With 40,000 transnational organizations in operation, and with the 

myriad complexities of the international arena, there never has been a greater need for 

public relations practitioners who understand cultures, political systems, media, and 

other factors that affect these organizations. And more and more organizations and 

practitioners now are jumping into international public relations. 

Despite the rapid growth, there are no adequate guides for those who practice 

internationally. Most articles on international public relations are anecdotal and offer 

little theoretical understanding of how to effectively practice. The few theoretical 

examinations mostly compare public relations from one country to the next. Virtually no 

one has examined the pertinent influences and necessary elements of an effective public 



relations program in a transnational organization. 

The purpose of this study was to gather theories and principles that could apply 

to international public relations and, by exposing them to a global panel of scholars and 

practitioners, to create a theoretical framework for practice and research in this 

expanding field. The study generated fourteen propositions from related disciplines 

about what constitutes effective international practice. The literature implied that 

effective practice would balance global imperatives with factors that affect local 

implementation. The study thus distinguished between generic propositions, or those 

that may be universal, and specific propositions, or the cultures, political systems, and 

other factors that influence local practice. To determine if certain principles were indeed 

universal, and also to examine the specific infuences, the propositions were "tested" 

through a Delphi panel of public relations experts from eighteen different countries. 

The results of the study indicated that the generic variables can be universally 

applied. The study also verified the influence of culture, language, political systems, 

development, the media, and activism on local and global strategies. International public 

relations was seen as different from domestic public relations in its increased 

complexities. The two-way symmetrical model of communication was accepted as the 

normative basis for effective public relations, and was viewed as more important for 

multinational entities than for exclusively domestic organizations. 
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CHAPTER I 

INTRODUCTION 

As the twenty-first century approaches, 11 a combination of shocks and surprises 

have thrust the public relations function onto the global scene" (pr news, 1990, P· 1). 

• II 

Several experts recently have referred to international public relations as a "hot topic 

within the public relations field (Culbertson, 1996, p. 2). Whereas only a few written 

materials were available on international public relations before 1990, a significant 

number of sources have discussed the topic since that time. 

Professional gatherings, including annual conferences of the Public Relations 

Society of America (PRSA) in 1991 and 1993, have emphasized the increasingly 

transnational nature of the field. And more and more students in university public 

relations programs seem to be interested in international practice as they envision the 

global world of tomorrow. With these and other occurrences, it has become "almost a 

truism to say that public relations has gone 'international' or 'global,"' according to other 

authors (Vercic, L. Grunig, & J. Grunig, 1996, p. 32). 

Today, there are public relations societies and organizations in more than 1 OO 

countries. More than 70 national associations of practitioners exist in various parts of 

. . . . 1 p blic Relations the world. Regional and international groups, such as the Internationa u 

. . easing number 
Association (IPRA) that has 1000 members in 60 countries, service an mer 

. t' lands (Wilcox, 
of practitioners whose interests extend beyond the borders of their naive 

. d lists more than 
Ault, & Agee, 1995). PRSA now has its own international section, an 

. . . " b I" . their J. ob titles -- more 60 members who have 11 mternat1onal, 11 "worldwide," or glo a m 

than double the number from just three years ago (PRSA Register, 1996)-



Environment for International Public Relations 

This growth in international public relations undoubtedly has been fueled by the 

accelerating pace of change around the world. As Rosabeth Moss Kanter (1995) of the 

Harvard Business School explained, "Globalization is surely one of the most powerful 

and pervasive influences on nations, businesses, workplaces, communities, and lives at 

the end of the twentieth century" (p. 11). The nations and people of the world are 

becoming increasingly interdependent (J. Grunig, 1992a). More and more businesses are 

entering the international arena (Adler, 1997). Governments and businesses are 

competing and collaborating at the same time and social forces political unions, and , , 

non-government organizations are rapidly forming to deal with emerging global issues 

like AIDS, the environment, and population control (Epley, 1992). 

Kanter ( 1995) listed several forces that foster social, political, and economic 

interactions on a global scale: 

Information technology, communication, travel, and trade that link the world are 

revolutionary in their impact. Global economic forces -- and desires -- are 

causing regimes to topple, enemies to bury the political hatchet in a common 

quest for foreign investment, large corporations to rethink their strategies and 

structures, governments to scale back and privatize services, consumers to see 

. . ete with cities 
the whole planet as their shopping mall, and commurut1es to comp 

th best companies 
worldwide for prominence as international centers that attract e 

and jobs (p. 11). 

. l boundaries is the 
One major force that is accelerating interchange across nationa 
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growing number of multinational businesses. International business has become such a 

powerful economic reality that "the very concept of domestic business may have become 

anachronistic," said management expert Nancy Adler (1997, p. 2). Harris and Moran 

(1991) indicated that 80 percent of American corporations face great competition from 

foreign finns -- as compared to just 20 percent 20 years ago. And the United States 

Commerce Department estimated that more than two-thirds of the world's chief 

executive officers now view international competition as a key factor affecting the future 

success of their businesses (Adler, 1997). 

When people of the world interrelate, the resultant feelings and attitudes are not 

easy to predict. Interaction between people of differing cultures can lead to increased 

communication and understanding, or it can create even greater misunderstandings, 

territorialism, distrust, hostility, and other precursors of conflict. Kruckeberg (1995-96) 

explained that relationships around the world are entering a new and difficult era. 

"Existing relationships are being strained, and virtually everyone is being forced into new 

relationships within social systems that are becoming both increasingly diverse and 

correspondingly divisive" (p. 37), he asserted. 

Intercultural conflict can occur within or between countries (Hennessy, 1985). 

Recent strife in Bosnia, Albania, Africa -- and even in the United States, where the 

Rodney King and O.J. Simpson trials and the Clarence Thomas hearings have caused 

great unrest and division -- exemplify the conflicts that can arise when cultures live 

together but fail to understand each other. Dissension that can occur between distant 

cultures has been shown in the frequently resurfacing tensions between the United States 

3 



and Japan over trade sanctions and economic differences (Haywood, 1991). 

It should not be assumed, therefore, that the dramatic changes are creating one 

unified, homogenized global society. Maddox (1993) stated that global change, though 

unprecedented in its nature, is not occurring universally or in as predictable a manner as 

"the simplistic homogenistic model would lead us to believe" (p. 12). American soft 

drinks and fast food chains may be pervasive, and young people throughout the world 

may be wearing jeans and listening to or mimicking Western rock music. But these are 

only the superficial elements of a society's culture; the more ingrained cultural patterns 

remain finnly entrenched. 

The international envirorunent is much more complex and turbulent than the 

domestic arena. According to Maddox (1993), the pace of change is increasing so 

rapidly that "there is little comprehension of the enormous complexity of envirorunental 

factors" around the world (p. 3). L. Grunig (1992a) suggested that the global arena is 

increasingly characterized by 11disensus, rather than consensus, heterogeneity rather than 

homogeneity, and rapid rate of change rather than stability" (p. 130). Vogl and Sinclair 

(1996) added that "So swiftly are world business conditions changing now ... that what 

may be a brilliant view one year could be inappropriate a year later" (p. 145). 

Multinational corporations, particularly, encounter an unsteady environment 

around the world. Since the I 980's, a multitude of "interest groups and transnational 

organizations have increasingly figured in the decision making of multinational 

enterprises" (Nigh & Cochran, 1994, p. 52). These interest groups are waiting to see 

how multinationals will behave in host countries. As Sethi, Kurtzman, and Bhalla (1994) 
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argued, multinational entities will increasingly see 11greater public scrutiny
11 

and 

11increased sociopolitical accountability11 regarding their behaviors overseas. "The 

challenge facing the multinational corporation is profound, 11 they added. "Will the 

multinational be an agent of economic growth and human welfare or a harbinger of 

economic exploitation and sociopolitical conflict?" (p. 135). In this tense international 

atmosphere, Traverse-Healy (1991) explained, multinationals will face many "political, 

social and commercial issues which ... demand a public relations response11 (p. 34). 

Disasters like oil spills, explosions of airliners and manufacturing plants, or 

cultural blunders on the part of multinational corporations indicate the importance of 

sensitive communication programs that cross national or cultural boundaries. When the 

Exxon Valdez oil tanker ran aground in 1989, the parent company's poor response 

resulted in worldwide scorn and a shattered reputation. Exxon has since lost billions of 

dollars in cleanup costs and in criminal and civil payments (Fombrun, 1996). Likewise, 

the explosion of a Union Carbide manufacturing plant in Bhopal, India, in 1984, 

triggered activist opposition in countries as diverse as the United States, Japan, 

Malaysia, The Netherlands, and the United Kingdom (Sen & Egelhoff, 1991). 

When Pan American Flight 103 exploded over Lockerbee, Scotland, in 1989, 

groups from Scotland, England, the United States, West Germany, Finland, Israel, and 

the Palestinian Liberation Organization were involved either in the perpetration, 

operations, or investigations of the disaster (Pinsdorf, 1991). The TWA Flight 800 crash 

. t 
off of Long Island last year affected families of American and French passengers gomg 

0 

Paris and Italian passengers rerouted through Paris on their way to Rome; suspicions 
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were raised about influences from Greece, where the plane had stopped before coming to 

New York; and airports all over the world were forced to adopt even greater security 

measures, imposing more inconveniences and delays on all international travellers. 

Perhaps the most classic example of how multinationals should tread carefully, 

however, was the tremendous financial and sociological damage stemming from Nestle's 

infant formula controversy. The corporation violated no laws, but its global reputation --

not to mention its profit margins -- suffered immensely from trying to market its infant 

formula in developing nations the same way it was marketed elsewhere in the world. 

Among the major problems created by these efforts, babies died when fed formula that 

was unrefrigerated or mixed with the unsanitary water that often exists in the developing 

world. This led to widespread criticism of Nestle which culminated in a series of , 

negative articles and campaigns, a strong anti-industry code by the World Health 

Organization, and an international boycott of Nestle products. Throughout the 

campaign, Nestle was singled out as 11arrogant, aggressive, and manipulative" (Maddox, 

1993, p. 30). It is easy to criticize Nestle in this instance, but many other multinationals 

have suffered equally from their own blunders __ mistakes that, Maddox stated, are an 

inevitable part of international management. 

The global changes, instabilities, and disasters just described should illustrate the 

l · d "such need for more public relations around the world. As Culbertson ( 1996) exp rune ' 

1 d ·ry· · · ndreamed of just a developments ea to tern mg dangers and marvelous opporturut1es u 

V . . t · onal and regional few years ago. ery often, these dangers and opporturut1es cross na 1 

boundaries, creating an urgent need for tolerance, cooperation, and mutual 
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understanding among people with different basic beliefs and ways of thinking" (p. 1). 

Kanter (1995) stated that what global organizations need today are "mechanisms 

to build relationships that reduce tensions" across cultures (p. 80). This concurred with 

Culbertson's (1996) argument, that "the world must "build relationships that do not 

currently exist as well as manage and soften those that are now hostile and/or are based 

on misunderstanding" (p. 1). As a result of this need, Kanter explained, some 

organizations are even beginning to assign people to the role of" global integrator." 

These are people who "champion world concepts" through carefully-honed skills of 

"troubleshooting," consulting, and even "peacemaking" between headquarters and local 

offices. Global integrators, she said, will be key to the future reputations of 

multinational organizations. 

Although Kanter (1995) likely did not have public relations in mind when 

discussing the relationship building concept, her vision of the needed skills closely 

parallel those in public relations who are thinking globally. L. Grunig (1991) suggested 

that in an international context, practitioners need "relational skills" -- skills of alliance 

building, cooperation, long-term compromise for mutual gain, etc. (p. 106). Botan 

(1992) likewise stated that when we look at international public relations, 11we need a 

view that focuses on the process at the center of public relations __ using communication 

to adapt relationships between organizations and their publics" (p. 153). 

Current Status of International Public Relations 

Public relations practitioners are beginning to capitalize on opportunities to 

satisfy the global demands noted above. In a recent survey of public relations 
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executives, more than 90 percent responded that in the past year they had administered 

at least one public relations program with an international component. Ninety percent 

also expected their international activity to increase in the future (pr news, 1993). 

Fleishman-Hillard's chief executive officer, John Graham, predicted not long ago that all 

public relations practitioners eventually will be affected by globalization. 

Despite this global growth of public relations, however, there still seems to be 

considerable confusion over what the term "international public relations" even means. 

Opinions run the gamut. Among writers who have broached the subject, at least one has 

argued that "there simply is no such thing as international public relations" (Angell, 1990, 

p. 8). Another said that any public relations activities -- even if they are conducted 

entirely within one country -- "sound international if you're on the other side of the 

ocean" (Anderson, 1989, p. 414). One scholar lamented that internationally, public 

relations serves mostly as a mere media relations tool supporting marketing objectives 

(L. Grunig, 1992a). Only occasionally will a multinational entity use public relations as a 

strategic function "to try to resolve, or at least minimize conflict ... to avoid the need for 

forceful intervention" on a global scale (Winner, 1990, p. 20). Even less often will a 

multinational build "bridges and relationships with publics [globally) to create an 

environment in which the organization thrives over time" (Wilson, 1996, P· 69). 

If this confusion exists in thoughtful literature, imagine the myriad philosophies 

fl · h h · · al organizations. that ouns among t ose who conduct public relations for multmatton 

For the past five years, while completing this study, I have worked full-time in an 

international public relations position. I have travelled to more than 20 countries and 
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conversed at length with dozens of scholars and practitioners in those places. This has 

revealed an enormous diversity of thought about international public relations. Some 

think it is the simple art of obtaining publicity in a host country. Others view it as 

correctly translating materials around the world. More see it as a way to keep an 

organization out of trouble in its host countries, and therefore a function to be guided by 

the legal department. Many organizations seem to say, "We don't know how to do this, 

so let's tum the entire program over to public relations agencies. 11 Yet most agencies 

seem to be highly tactical in their international programs. 

Over the years, public relations has suffered great criticisms from a variety of 

sources. Many of these criticisms come from within the field itself Senior practitioners 

and scholars have called for greater professionalism in the practice, so that it can be more 

valuable to the organizations it is meant to service (Carrington, 1992; Lesly, 1991). 

Several want higher quality training for practitioners, even calling some education 

programs "truly terrible" (Wright & Turk, 1990, p. 12; Schwartz & Yarbrough, 1992). 

International public relations could be even more susceptible to criticism as 

scholars and practitioners struggle to determine its value. Practitioners increasingly need 

to understand cross-cultural communication, conflict mediation, coalition building 

between diverse entities, and other skills to sucessfully compete in the global 

environment. Yet, Farinelli (1990) accused public relations people in the United States 

of lagging far behind the legal field, accounting, marketing, and other business sectors in 

"keeping pace with international changes" (p. 42). 

Currently, international public relations is taught in only a handful of universities 

9 



- -·--·- --

(Pratt & Ogbondah, 1996). Half of corporate public relations executives believe that the 

field has insufficient expertise to conduct international public relations programs (12[ 

news, 1993). Three-fourths have admitted that they themselves lack the expertise for 

practicing internationally (Fitzpatrick & Whillock, 1993). But despite this inadequate 

training, more practitioners are starting to work in international arenas. 

Without consensus on the nature of international public relations, and with little 

perceived expertise to practice globally, organizations and individuals venturing into this 

environment do so with an unsteady roadmap to success. Practitioners who do not 

understand their own field fail to gain the trust of senior managers who desperately need 

solid advice and performance in the complex maze of international relationship building 

(even if they don't know they need it). Worse, practitioners who are unprepared become 

vulnerable to making, and possibly repeating, costly and embarrassing mistakes. 

Despite this tenuous situation, few practitioners or scholars seem to be asking the 

important questions about the practice. What is international public relations? What is it 

intended to accomplish? Is international public relations different from domestic public 

relations, or is it essentially the same thing with a broader reach? Can there be any type 

of blueprint, or at least loose foundational guidelines, for the practice of international 

public relations? Should there be such a foundation? Is there any strategy to 

international programming, or is it all tactical? Is it performed globally, locally, or both? 

Can there be such a thing as an "effective" international public relations program, and if 

so, could its practitioners and academicians recognize it when they see it? 

With these and other questions still unanswered, it is apparent that much more 
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theory building and research is needed for international public relations to grow into a 

mature profession. This is what my study attempts to address. 

For the sake of this study, however, I first must reveal my own assumptions 

about what the term "international public relations" means. Public relations is not 

international just because, from our vantage point, it is practiced in a country other than 

our own. For example, if a company based in France conducts all of its public relations 

in France, and there is no reason for or threat of it crossing into another country, it is 

domestic public relations, not international public relations. 

International public relations is a program or practice that has the opportunity of 

affecting or being affected by publics in more than one country. As Culbertson (1996) 

explained, it is "public relations in an international or cross-cultural context" (p. 2). This 

could be a program that reaches publics in more than one country, or it could be pressure 

or potential pressure an organization faces from publics in one or more countries that are 

different from where that organization is headquartered. International public relations is 

a process of establishing and maintaining relationships with publics in various countries, 

as Botan (1992) said, to minimize potential threats to the multinational entity. While 

cross-border strategy is implied, this does not assume that a program will be the same 

across borders. Its goals may be the same, but they could be orchestrated entirely 

differently in different cultures. 

Also, I believe, international public relations is a part of or extension to the field 

of public relations. It is not a separate and distinct field of study or practice. Even 

though it may look different in implementation from culture to culture, the practice still 
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draws from the same philosophies about building relationships. Therefore, research and 

theory building in international public relations should be added onto the process that 

already has begun for public relations. (Some may argue, however, that international 

public relations is the broader context to public relations, not a narrower part of the 

practice.) Again, this should not assume that one can just take domestic theories and 

incorporate them wholly into the international context. We may need complete 

reconceptualization of the theories, or even entirely new theories, to become appropriate 

internationally. But we should not ignore or cast aside the currently existing public 

relations theories to begin work in a new domain. 

Purpose of the Study 

This study is an exploration into a relatively new and unknown domain --

international public relations. It is intended to answer the questions addressed above and 

to develop a theoretical foundation for international public relations. For this process, I 

call upon a broad base of opinions from public relations experts all over the world. The 

perspective of others helps to legitimize the results and ensure that the foundation will be 

accepted and used by scholars and practitioners in the field (Pauly, 1991 ). 

Introducing a book on international public relations theory, Culbertson (1996) 

identified two different types of research that can be perfonned in the global realm. The 

first he called "comparative public relations," which is pursued through cumulative 

explorations of the similarities and differences in the practice between countries. This 

type of research is becoming more prevalent, as a variety of individual studies have 

· d h · This research genre also examme ow public relations is practiced in specific countnes. 
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dominated the book by Culbertson and Chen (1996). 

11 d "international public 
The second type of research Culbertson ( 1996) ca e 

. f blic relations in an 
relations." This research mode "focuses on the practice O pu 

d h w is public relations 
international or cross-cultural context" (p. 2); in other wor s, 0 

. . . . 1 l or national borders. 
most effectively practiced m an organization as it crosses cu tura 

. . t' onal organizations 
Culbertson identified several types of practice in this realm: mtema i 

like the United Nations and the World Bank; intergovernmental relations, including 

diplomacy, regional alliances and the like· transnational economic transactions such as 
' 

· d. · . . . · ( ns of different investment tra mg or multinational financing; and mteract1ons among ct 1ze 

nations through tourism, cultural exchanges, and other means. Certainly, this list could 

also have included multinational corporations and the growing evidence of multinational 

activism and interest groups. 

Culbertson (1996) claimed that most of the literature on international public 

relations to date involves th d. . · bl" 1 · 11 M wn e stu 1es he called "mternat1onal pu 1c re ations. Y 0 

observations of the literature, however have indicated that there are more of the 
' 

comparative than the 1· t . · th t n emat1onal type of research. Furthermore, the few treatises a 

could be called intemaf 1 . " h die iona studies were simple anecdotes on topics hke how to an 

the media outsid th U · . d · d e e ruted States" (Vogl, 1990) or "the future of PR 1s worl wi e, 

integrated commu · . 11 • b , rucations (Stanton, 1992). Nevertheless, I agree with Cul ertson s 

additional assessm h l ent t at the few international studies that have been done mere Y 

"focused on adapt f a ion of Western approaches, not on development of new ones 

designed specifically fi · . . ld" ( 2) or vaned sociocultural settings around the wor P· · 

13 



This study attempts to satisfy Culbertson's urging for a new kind of examination 

in international public relations. Specifically, the study addresses organizations --

organizations that function across cultural and national boundaries. It is not about 

intergovernmental relations, diplomacy, nation-building, or any other activity that could 

conceivably be classified as public relations in the international realm. Since long before 

coming to the Universtiy of Maryland, I have been concerned about how a conunercial 

or non-profit organization (i.e., a non-governmental entity or a charitable cause) 

operating in the international arena can construct a public relations program that 

effectively meets its needs. I also have been concerned about the sociocultural or 

sociopolitical factors affecting those organizations -- both within countries and on a 

regional or global scale. These are the issues I am trying to answer. 

For this study, I have incorporated a theoretical framework from a symmetricaV 

systems paradigm of public relations described by Botan (1993). The paradigm was 

developed largely through research and theorizing in the United States; however, several 

researchers believe that this framework was developed on universal foundations that may 

be appropriate in international settings (Leeper, 1996; Nessmann, 1995; Pearson, 1989; 

Traverse-Healy, 1991). Rather than manipulating a simple adaptation of the foundation 

for various countries as is often done in research (Adler, 1983), I am testing the efficacy 

of the principles through experts in those countries. Roth, Hunt, Stavropoulos, and 

Babik (1996) explained that, "Viewing Western values from the standpoint of others may 

lead to the ability to create or modify universal standards that account for cultural 

11 ( • • bl. lations has not difference p. 159). To my knowledge, this type of study m pu 1c re 

14 



previously been done in more than two or three countries at a time. 

In conducting the study, I have two main challenges. The first one is to gather 

theories and information sources from many relevant domains to serve as a possible 

framework for international public relations. The second is to subject the framework to 

the opinions and arguments of "experts" in the field. And, if the study is to withstand 

international scrutiny, those experts must represent a fairly worldwide cross-section of 

opinions about public relations. The experts are asked to react to theories that have been 

developed for other contexts and determine to what extent they may or may not be 

appropriate for public relations in a global environment. They also will help determine 

which factors may contribute to or otherwise have an impact on the effective 

programming and practices of public relations in a multinational organization. 

Method Used for the Study 

Because the study is examining a new and unexplored domain, I am using a 

qualitative method to gather and analyze the data. This qualitative approach should be 

able to preserve the holism and "richness of data" that Lesly ( 1986) has said is so 

important to the public relations field. The study also crosses into the international 

environment, which renders the preservation of holistic information as doubly important 

(Kedia & Bhagat, 1988). 

One qualitative assumption for gathering data in a holistic manner is grounded 

theory. Introduced by Glaser and Strauss (1967), this type of theory is "inductively 

derived from the study of the phenomenon it represents" (Strauss & Corbin, 1990, p. 

23). In other words, rather than beginning with a theory and proving it through 
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subsequent study, the researcher lets a theory emerge from an area of observation over a 

period of time. Grounded theory is closely linked with field observation, where an 

ethnographic researcher will spend years studying the behavior of a particular group, 

then start to produce theories about those behaviors based on his or her extensive 

observations. But grounded theory also can arise from other qualitative methodologies, 

if the data gathering and interpretations are performed systematically. 

The qualitative method I have used is the Delphi technique. The Delphi has been 

used in many fields for forecasting, exploration, and other purposes (Tersine & Riggs, 

1976). This technique uses a succession of questionnaires sent to a purposive sample of 

people identified as experts in a given field. By so doing, the researcher can obtain 

professional feedback to assess and challenge the validity of the questions and 

propositions in the study-- rather than relying on his or her own judgment. The purpose 

of the succeeding "rounds" is to eventually obtain consensus, but if that is not achieved 

on all variables, a qualitative researcher can examine reasons why "outliers" -- those who 

did not agree with the majority of the group __ existed (Delbecq, Van de Ven, & 

Gustafson, 197 5). 

Several methodologists have concurred that the Delphi technique is a particularly 

appropriate research method when variables in the area of investigation are unknown, 

ambiguous, or complex (Delbecq et al., 1975; Linstone & Turoff, 1975). The Delphi is a 

particularly useful technique, as well, when participants are widely scattered and cannot 

come together (Tersine & Riggs, 1976). This certainly is the case in a study that solicits 

opinions from a broad sampling of panelists from all over the world. 
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Despite the use of a broad sampling of panelists, and although useful in its own 

right, this Delphi study I have selected would not be considered as pure grounded 

theory. Rather, it could be seen as a hybrid, or modification, of grounded theory. In this 

study, I have allowed participants to provide valuable data based on a series of open-end 

questions that fit the domain under investigation -- a criterion viewed as important by 

Strauss and Corbin (1990). However, in the purest sense, the data did not emerge from 

the perspective of the panelists. Instead, the study began with a few preconceived 

propositions derived from theories relevant to international public relations. These 

theories then were placed before the panelists as a starting point for the discussion. 

Criteria for Sound Research 

This study should satisfy at least three of the four purposes for qualitative 

research, as outlined by Marshall and Rossman (1989). It is an exploration, "to identify 

important variables for subsequent explanatory or predictive research" (p. 15). The 

study also is somewhat descriptive in nature: it should find out what is going on 
11
out 

there," in the minds of those who practice or observe international public relations. 

At the same time, I am attempting an explanation of whether and why the 

·t· f hi d · gram.ming. proposi ions O t s stu Y are appropriate for international public relations pro 

·11 b' h · · h r domains I W1 com met eones of "excellent" public relations with theones from ot e 

h . . . 1 b . s management, 
t at are pertinent to mtemational contexts -- such as internat1ona usmes 

. . 1 . perts in many 
sociology, or culture -- then "test" the theories among public re at10ns ex 

':fi the practice of 
countries. The result should be a theoretical framework more speci c to 

international public relations -- a more reliable road map. 
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This process seems similar to stepping into a cave that has never been explored. 

The explorer would want to offer a detailed description of the cave, such as how wide is 

it, how deep, what is its moisture content, or its mineral composition. This information 

would be beneficial to future explorers. But also it is essential to leave behind 

explanatory information on why the cave is there, and what equipment may be needed 

for future explorers to successfully navigate the cave, to enter and abide within it so as to 

protect their safety and possibly even preserve their lives. Therefore, an exploratory 

study of this type becomes a combination of description and theory building (Marshall & 

Rossman, 1989). 

As a result of the study, perhaps international practitioners and scholars 

conducting future research can have access to a more substantive theoretical framework 

by which to pursue further evolution of the field. I also hope to help formulate and 

crystallize the development of a specialty called "international public relations" by 

making more clear the distinctions between international practice and domestic practice. 

Although the underlying principles of the two can be similar, I believe a disservice is 

done to theory building in the international arena by viewing domestic and international 

practice as having no essential differences. 

The principles to be developed in this study are nonnative, meaning how public 

relations should be practiced in an ideal situation to achieve the greatest and most long-

lasting results. As Vercic et al. (1996) explained: 

. . . bl" t· n to show that an In developmg a nonnative theory, theonsts have no o 1ga 10 

activity actually is conducted in the way the theory describes. They must show 
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only that if an activity were to be conducted as the theory prescribes, it would be 

effective (p. 33). 

The normative, theoretical approach to this study is important because, as Kant 

(1974) argued, a broad-based theory is a blueprint for action, with "real world" qualities 

for those who incorporate it (Pratt & Ogbondah, 1996). Therefore, the study also 

should have some aspects of positive theory that, as Vercic et al. (1996) described, 

"correspond to reality" in today's global circumstances (p. 34; see also J. Grunig, 1992a). 

In other words, in the process of conducting this study, I expect to find examples of 

public relations practice that corresponds to the ideals laid out in this theoretical 

framework ( even though those examples may be the exception rather than the norm). 

Because the study is qualitative, it is pursued in the spirit of scientific observation 

stressed by Pauly (1991). He viewed qualitative research as "an ongoing conversation 

that the researcher now proposes to join" (p. 8). Once involved in the conversation, the 

researcher conducts the study and publishes the results, which publishing "marks a pause 

in the interpretive process a measure in which writer critics and readers can catch their , ' , 

breath before moving on. That conversation never ends" (p. 21). 

With this study, I am joining the conversation about international public relations 

(even though that conversation apparently has just begun). As Pauly (1991) added, 

acceptance of the claims in this study will depend upon the judgment of its readers as to 

d · "a reasonable, 
whether I had uncovered the right kind of data and interpreted the ata m 

useful, thoughtful, and imaginative way." Readers will judge the study "based upon their 

d . · t ational practice (p. 
own knowledge" and understanding of public relations an its m em 
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19). With the judgments of others added over time to the opinions and theories in this 

study, the process should eventually result in a more mature state of theories and guiding 

principles for the specialty of international public relations. This whole conversation 

should ultimately improve the practice. 

Background of Research in the Field 

In this introduction, I have so far outlined why public relations is expanding into 

the international arena. Also, it is hoped, I have explained why international public 

relations is necessary in a global environment, as well as why practitioners in the field 

may not be ready to satisfy this critical need because theoretical frameworks are 

inadequate to guide the practice. The purpose of this study has been presented as an 

attempt to fill this void by developing that framework necessary for the practice. 

Next, I will introduce the research and theory building that has served as a basis 

for my preliminary research on this topic. The following section will discuss the current 

status ofresearch and theory building specific to international public relations. Then I 

will discuss the main direction in current theory building: a debate about whether 

international public relations should be centralized to satisfy global needs or localized to 

accommodate the varying cultural and political factors. Finally, I will present a proposed 

''middle ground" that combines both global and local viewpoints. 

Status of Research in International Public Relations 

I have mentioned that international public relations has gained considerable 

attention recently in practical and scholarly publications. The term "international public 

relations" or similar nomenclature has appeared on the covers of at least five books 
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published in the 1990's.1 The subject also has been discussed in several other books and 

dozens of journal articles. Before its demise in 1993, PRSA's monthly publication, the 

Public Relations Journal, highlighted the growing interest in the field with various cover 

articles.2 Articles also have appeared in the journal of the International Association of 

Business Communicators (IABC), Communication World, and in the International Public 

Relations Association's (IPRA) journal, International Public Relations Review. 

Theory building has begun to occur recently, but only on a limited basis. In the 

United States, the summer, 1992, issue of the Public Relations Review contained three 

or four articles with thought-provoking theoretical discussion. Last year, the first book 

was published on international theory in public relations, entitled International Public 

Relations: A Comparative Analysis (Culbertson, 1996). It had six chapters on general 

theory (the first of which I authored with information from my comprehensive 

examinations). Then, emulating Geertz' (1973) claim that "thick description" studies 

help build theory, the book included 14 chapters that described and compared public 

relations in specific countries (this, Culbertson said, was the main purpose of the book). 

Two final chapters discussed education in international public relations. Some of these 

works serve as foundations for my study, and will be discussed later. 

The five books are: Images of nations and international public relations (Kunczik, 1996); 
International public relations (Wouters, 1991 ); International public relations in practice 
(Nally, 1991); International public relations case studies, 2d. ed. (Black, 1995); and 
International public relations: A comparative analysis (Culbertson, 1996). 

2These include, but are not limited to: Fry (1992); Hauss ( 1993 ); Josephs and Josephs 
(1992); Reisman (1990); and Vogl (1990). 
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A few sources from Europe also offer theoretical insight. Kunczik (1996) 

emphasized the images of nations in a book that was written first in German then 
' 

translated into English. The treatise discussed foundations of public relations from a 

European perspective, and also had theoretical views on international diplomacy. A 

book from England highlighted mostly the practice of international public relations 

(Nally, 1991). Its chapters offered minimal theory, and few distinguished between 

domestic and international public relations. However, a chapter written by senior 

practitioner Tim Traverse-Healy (1991) reviewed fundamental ways in which a 

multinational organization can balance its public relations activity between headquarters 

and its local offices. 

Beyond these few sources, international public relations theory has been slow in 

developing. This is partly because public relations is still newly and haphazardly 

expanding across borders. But also, until less than a decade ago, even domestic public 

relations theory was what J. Grunig (1989a) called a "primitive science" (p. 22). 

Therefore, the majority of sources addressing the more loosely defined international 

specialty have so far been anecdotal in nature, or what Kunczik (1996) called 

"scientifically non-serious sources" (p. 24). They tell how to avoid cultural blunders, or 

how to apply certain techniques to achieve "success" in specific tactical campaigns in 

given countries outside of the United States. Such superficial discussions may prove 

useful to those who are entering international practice and grasping for any morsels of 

assistance, but they provide little theoretical understanding about the nature of 

international public relations or how it should be practiced. 
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For the field to progress toward a more professional stature, a more solid 

theoretical path needs to be identified and researched. It is hoped that this study will 

offer at least part of that essential theoretical foundation. Certainly, however, much 

more research will be needed following its completion. 

Because this study is probing into unexplored territory, it is necessary to 

incorporate theories from more established disciplines that may be pertinent to 

international public relations. Public relations is the general field that the study is 

exploring; therefore, theories that have been developed for this field will be explored for 

their usefulness. But the study also crosses into an international and interdisciplinary 

realm. There are many theories on international business, cultures, and global society 

that may also prove useful for public relations in this global context. By integrating 

theories on public relations with theories related to international and intercultural 

interaction, it may be possible to develop a suitable framework for international public 

relations (Wakefield, 1996). 

The Global vs. Local Debate 

In the literature that is available, one of the fundamental questions is whether to 

centralize or localize strategies and operations of multinational organizations (Epley, 

1992; Botan, 1992; Traverse-Healy, 1991 ). This same question has been discussed in 

comparative management, where Adler and Doktor (1986) referred to the pole of 

centralization as "culture-free" and localization as "culture-specific." It also has been 

examined in other fields similar to public relations, such as development management 

(Brinkerhoff & Ingle, 1989), international marketing (Baalbaki & Malhotra, 1993), and 

23 



advertising (Ovaitt, 1988). 

Anderson ( 1989) helped frame this issue for public relations. He distinguished 

between the poles of centralization and localization by referring to them as global public 

relations and international public relations: 

1. Global public relations emphasizes the concept that programs can and should 
be created at a central headquarters and then, with only minor adaptations, be 
carried out in all local markets. 

2. International public relations emphasizes the placement of resources and 
decision making authority in the local markets, where native communicators best 
understand the needs of their local audiences. 

Both sides of this distinction have been defended by practitioners and scholars in 

past writings. Anderson (1989) apparently supported the centralization mindset. He 

argued that global imperatives of today "demand that programs in distinctive markets be 

interrelated," because they "will probably share more than they differ" (p. 413). Booth 

( 1986) and Crespy ( 1986) agreed that globalization is not just a trend, but a necessity. 

Others postulated that local politics and cultures are so strong that public relations must 

be localized. Angell (1990) stated that the extreme diversities between local countries 

preclude any possibility of globalization. Dilenschneider ( 1992) also asserted that public 

relations should always be performed locally, by natives who better understand the 

customs, traditions, and laws of each country. 

Debate of this type is beneficial to public relations literature because it begins to 

identify common issues and establish parameters for performance in the international 

realm. The discussion helps develop some definitions for this area of public relations 

practice, and also supplies simple models that are easy for practitioners to remember. 
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The articles address mutual concerns of practitioners and academics and thus contribute 

to scholarship in the field. 

Despite these possible advantages, however, categorizing variables into polar 

extremes can create problems. Polarization can be misleading because it tends to show 

international practice as an all-or-nothing situation. Murphy (1991) and Creedon (1991) 

contended that polarization can exaggerate differences between variables and thus create 

a picture of the practice that is less than realistic. Hampden-Turner and Trompenaars 

(1993) viewed polarization as "championing one value ... against its reciprocal (and 

equally necessary) value" (p. 12). This creates adversarial thinking and keeps the value 

holder from exploring possible alternatives. 

Multinational organizations often choose one of the two positions for their public 

relations programs, rather than examining some of the alternatives that may be available. 

American finns, in particular, tend to view their structuring alternatives as an either/or 

proposition: they must be either all centralized or they must allow for complete local 

autonomy with no central control or vision (Hampden-Turner & Trompenaars, 1993). 

But American entities are not necessarily alone. Japanese organizations, by contrast, 

often choose the more globalized approach, while European finns tend to favor the 

localized, multidomestic structure (Bartlett & Ghoshal, 1989). 

But doing things entirely from headquarters or only in the host countries can be 

as harmful in practice as polarization is in theory. Complete centralization, Botan (1992) 

said, results in slow responses to international issues and creates activities that are 

inappropriate for host country conditions. Coordination in a centralized organization 
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usually is poor, and headquarters-created "plans and programs are often not brought into 

question" by natives in who know they will not work in host countries (p. 151). 

Maddox (1993) offered a stark example of how "standardization resulted in the 

global failure of [a] firm" (p. 25). Parker Pen was once one of the world's most well­

known corporations, with 154 markets. The company had evolved as a decentralized 

organization, until "a formidable team ofinternationally experienced executives" was 

recruited (p. 26). This new team brought all country marketing activities under one 

global umbrella. "Consumed with myopia," the team standardized packaging, pricing, 

promotional materials, and advertising, using a single, "world-class" advertising agency 

to create one global advertisement (p. 26). The theme, "Make your mark with a Parker," 

was pushed around the world, and graphic layout, photography, and color schemes for 

the advertisement were the same for every country. 

Despite objections from all of Parker Pen's subsidiaries, the global team persisted. 

Unfortunately, the standardized program was an abject failure. Within just nine months, 

"Parker's chief executive officer resigned under pressure. The rest of the team members 

soon either quit or were fired. Not long after, the writing division of Parker was sold 

and all advertising was once again tailored to individual markets," said Maddox, (p. 26). 

On the other side of the spectrum, handing over operations to host country staff 

fosters a "not-invented-here" mentality that undermines the mission of the organization 

(Hill, 1992). Also, local staff members may understand the local culture and conditions, 

but may be underqualified in public relations to put together appropriate programs even 

for their own countries. (For an example of this problem, think of the extreme range in 
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qualifications of those who practice in the United States, and the varying quality that 

emanates from comparative programs as a result.) A localized stance indicates that the 

multinational perceives little risk of crises that could cross national boundaries, and 

leaves it unprepared when such crises occur (Manu, 1996). 

Kinzer and Bohn (1985) argued that this exclusive emphasis on local autonomy 

"risks a public relations disaster" (p. 5). Many of these disasters could be prevented if 

organizational headquarters would better control their subsidiaries .. Manu (1996) traced 

the Bhopal incident "to numerous errors and violations by [Union Carbide's] Indian 

subsidiary. These errors resulted from, among other things, "broken lines of 

communication within the company" as well as cost-cutting that rendered the subsidiary 

vulnerable to crisis (p. 55). In another incident, a subsidiary of one multinational 

manufacturing company dumped toxic mercury into Nicaragua's Lake Managua for 

thirteen years at twelve times the levels considered safe by the United States National 

Institute of Occupational Safety and Health. The subsidiary did not inform government 

officials of these actions until fish in Lake Managua, a main source of local food, were 

severely contaminated. In addition, 37 percent of the workers in the plant suffered 

mercury contamination and its unhealthy consequences. Yet, as Manu stated, "The 

company made no effort to rein in the subsidiary" (p. 55). 

Alternative "Middle Ground" Needed for the Field 

Because polarization does not adequately explain or support international public 

relations, several writers have proposed a middle ground between what Vercic et al. 

(1996) called "cultural relativism" and "ethnocentrism" (p. 33 -- see also, Botan, 1992; 
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Epley, 1992; Ovaitt, 1988; Traverse-Healy, 1991). To be truly effective in a 

multinational context, organizations must respond to both local and global demands. 

Vogl and Sinclair (1996) suggested that as organizations face the inevitable global 

environment, they must acquire a truly global "mindset -- an attitude that must pervade 

every part of the business" (p. 112). But that mindset is only half of the equation, they 

said: "In addition to thinking globally, companies must also keenly tailor approaches to 

local needs" (p. 114). Likewise, Traverse-Healy (1991) explained that an international 

public relations program should be a "two-tiered structure." It should have some 

centralized identification and coordination of vision, policies, and messages. Then it 

should strategize and implement these broad themes locally by adapting for language, 

customs, politics, and other factors. 

The need for a balanced approach should not be surprising, if one considers the 

basics of sound public relations even within a given country. In the United States, for 

instance, senior practitioners have long understood that the fallacy of a "national public" 

(J. Grunig & Hunt, 1984). A so-called national campaign still requires central vision and 

organization, combined with attention to the needs and expectations of local publics in a 

variety of regions, cities, or neighborhoods around the country. A program conducted in 

Alabama surely would face different publics and look tactically different from one in 

southern Arizona or Alaska, even if the goals of those programs were the same. 

The key, then, to successful public relations in a multinational organization seems 

to be in understanding how to strike that delicate balance between global and local 

programming. If both global and local activities are necessary for an effective 
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international public relations program, exactly how is that combination achieved? What 

should be done at headquarters to put together the proper vision, strategies, and 

messages? What should be done locally to ensure that the global vision is carried out, 

but in a way that pays attention to local publics and other influences? And, exactly what 

local factors affect the way public relations is implemented? 

If theory could progress to the point that these questions were answered, then 

the field could move to the state of maturity and professionalism necessary for effective 

practice to take place. Armed with this more solid foundation of theoretical evidence, 

practitioners in the field could behave in a way that would make a difference to the 

multinational organizations in which they work. By so doing, they could begin to gain 

credibility with their senior management. 

Theoretical Framework for this Study 

Five years ago, during the oral interview portion of my comprehensive 

examination process for the Ph.D. program at the University of Maryland, I discussed 

these concepts with my advisor, Dr. James E. Grunig, the committee methodologist, Dr. 

Larissa A. Grunig, and two other scholars on the conunittee. We agreed that theories 

on international public relations were, to that point, not sufficient for comprehensive 

understanding of effectiveness in the field. We also concurred that finding the proper 

middle ground was a good starting point for building the theory. 

There was a precedent for this middle ground in related disciplines like 

comparative management, which for several years has examined factors of effective 

international management (Ricks, Toyne, & Martinez, 1990). Because these domains 
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have preceded theory building in international public relations, they could help scholars 

to understand the complexities of cross-border practice. We believed that theories could 

be brought in from these related domains, be combined with theories on effectiveness in 

public relations, then be organized into a suitable framework for effectiveness in 

international public relations. So, I set about to find and assemble those theories. 

One of the theoretical frameworks particularly relevant to organizations was 

contingency theory. This theory, developed by United States organizational specialists 

Lawrence and Lorsch ( 1967), posited that there is no one best way to organize and 

manage that fits all situatiqns. Instead, what is most appropriate is contingent upon 

many factors both within and outside the organization (Brinkerhoff, 1991 ). 

Contingency theory had been expanded into examinations of international 

implications, and therefore we believed it could serve as a useful framework for this 

study. Negandhi (1983) claimed that contingency theory is the best suited for 

international management research because it accounts for the more complex and 

dynamic environment faced by all multinational organizations. 

Traverse-Healy (1991) related this contingency philosophy directly to 

international public relations. "An international public relations department ... should not 

reflect the organization it has been created to serve, but rather the job it has to do and 

thus the various publics with which it has to provide an interface," he said. "Under 

pressure from the external environment, the department within a corporation that must 

change its shape, staffing, and activities first and more drastically than other staff 

functions is the public relations unit" (p. 31 ). 
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One contingency model, developed by Brinkerhoff and Ingle (1989) for the field 

of development management, related specifically to organizational structuring in a 

multinational environment. The theory was called the "theory of structured flexibility. 11 

This identified a combination of functions that were generic to good performance (in 

other words, that could be universally applied), and that were specific to local markets. 

The generic variables in their theory included short- and long-term objective setting, 

consensus on policies, strategic guidelines, establishment of overall responsibilities, and 

budgeting. The specific variables allowed for local flexibility, to modify and implement 

the global themes and programs as needed or appropriate for a given location. 

This model of structured flexibility serves as a starting point for my study, for 

two reasons. The first is that it coincides well with the concept of symmetry found in 

public relations research (J. Grunig & White, 1992). Brinkerhoff and Ingle (1989) said 

that structured flexibility "melds a planned structuring of action ... with a concern for 

creating the capacity for flexibility and iterative learning" (p. 490). The principle of 

symmetry, by comparison, means that organizations use "research and dialogue to 

manage conflict, improve understanding, and build relationships with publics.... Both the 

organization and publics can be persuaded; both also may change their behavior 

(J.Grunig & White, 1992, p. 39). J. Grunig and White added that "In the long run, the 

symmetrical view is more effective: Organizations get more of what they want when 

they give up some of what they want" (p. 39). 

The second reason that structured flexibility is applicable to my study is its focus 

on the generic and specific concepts. .This combination can be applied to international 
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public relations in the same way it was applied to development management, and thus 

foster the middle ground that has been lacking in previous polarizations (Vercic et al., 

1996). If certain variables can be identified as generic or specific, it may then be possible 

to determine the appropriate combination of these variables and their affect on 

international public relations. 

Vercic et al. (1996) suggested that possible generic principles already exist for 

international public relations. Such a generic theory, they claimed, "would not deny that 

different forms of public relations practice can be found in different locations. Instead, it 

would maintain that ... those [forms] that are effective will share underlying generic 

principles that explain why they are effective" (p. 34). In addition to the underlying 

generic characteristics, the differing forms would respond to specific factors influencing 

the practice from country to country. 

Perhaps not surprisingly, the principles that have been suggested as generic to the 

practice were developed in the field of public relations. Until early in this decade, theory 

building in public relations was still in its infancy (J. Grunig, 1989a). Hazleton and 

Botan (1989) reasoned that only a few scholars in the field had systematically addressed 

the development of theory or its relationship to practice. Most public relations, he said, 

is based solely on conventional wisdom or the collective intuition of practitioners about 

"how to do it" (p. 100). But in the late 1980's, the body of knowledge for public 

relations began to grow as a number ofresearchers started to closely examine various 

aspects of the field, like symmetry in communication, roles of practitioners, power in 

organizations, organizational culture, the influence of activism, and other important 
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elements. These studies subsequently served as the ingredients for a groundbreaking 

project that was to come in the mid-1980's. The evolution of this research process in 

public relations is depicted in Figure 1 on the following page. 

Excel1ence in Public Relations 

In 1985, a group of scholars embarked on "the largest research project in the 

history of public relations," a multi-year study to determine what variables comprise 

effective practice of public relations (J. Grunig, 1992b, p. xiii). The project, called "The 

Excellence Study," was funded through a grant from the International Association of 

Business Communicators (IABC) Research Foundation. Over time, the research group 

identified concepts they thought would be relevant to excellent practice, then tested 

those concepts through a series of organizational studies. As a result of this monumental 

project, the field now has what many believe to be "a general theory of public relations -­

a theory that integrates most of the wide range of ideas about and practices of 

communication management in organizations" (J. Grunig, 1992b, p. xiv). 

The Excellence Study catalogued three "spheres" of excellent communication. 

All must be operative for public relations to be effective in an organization. The first 

sphere calls for practitioners with adequate knowledge of public relations. Senior 

officers should thoroughly understand strategic processes like research and scanning, 

counseling, and two-way communication, so that they can contribute to sound decision 

making. The second sphere includes shared expectations of senior practitioners and the 

organization's "dominant coalition" of decision makers. The dominant coalition must 

agree that the strategic communication processes are important, and fully support the 
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Figure 1: The evolution of research in public relations, incorporating theories from 

similar domains and expanding into the international environment. 
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senior practitioners in their vital role. The third sphere emphasizes a participative culture 

framed by the dominant coalition, based on worldviews that support participation and 

two-way communication (Dozier, L. Grunig, & J. Grunig, 1995). 

There is evidence that the Excellence Study, with its symmetrical worldviews, 

can serve as a universal framework for international as well as domestic public relations 

practice. The main reason for this is that the Excellence variables are founded on the 

enduring and universal principles of coorientation, dialogue, empathy, and compromise 

(Childers, 1989). Dialogue was connected to ethical and humane communication as far 

back as Plato, and the principles of symmetiy and coorientation have been discussed in 

Western European writings for several decades (Pearson, 1989). The value of these 

principles in a global context has pervaded the thinking of development communications 

scholars, many of whom come from outside of the United States. For example, one 

development scholar requested a global emphasis on 
11
dignity through dialogue,'' and a 

shift in thinking from "communications (as means) to communication (as sharing and 

trust)° (Mowlana, 1986, p. 212 -- parentheses are the original author's). 

If the Excellence study does serve as a good starting point for universal variables, 

then the other important task would be to identify the specific variables. The question to 

ask is, "exactly what factors cause public relations practice to differ from country to 

country?" Preliminary research has uncovered several possibilities, arising from a variety 

of domains whose theories relate to international interactions (Wakefield, 1996). This 

process of utilizing theories from outside of public relations to better explain the practice 

is not new; the Excellence Study researchers used a similar process, pulling in theories 
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from such diverse fields as management, sociology, philosophy, feminism, anthropology, 

psychology, political science, and others (L. Grunig, J. Grunig, & Ehling, 1992). The 

specific variables that I believe affect public relations will be detailed in Chapter 2. 

Testing Needed that Crosses Many Cultures 

Although it is believed that the excellence study could serve for the generic 

variables, the concept needs more testing in a greater variety of cultures. Most of the 

theories that contributed to the Excellence Study had been developed and tested within 

the United States, rather than any international setting. The Excellence study itself was 

tested largely in the United States, although some organizations in England and Canada 

also were involved (J. Grunig, 1992b ). Since then, additional studies examining parts of 

the Excellence theories have been conducted in countries other than the three English­

language countries just mentioned -- specifically in Greece, India, Taiwan, and Slovenia 

(J. Grunig, L. Grunig, Sriramesh, Huang, & Lyra, 1995; Vercic et al., 1996). But no 

comprehensive study has been conducted to this point that examines all of the variables 

over a broad-based set of countries at the same time. 

Adler (1983) suggested that if studies are tested across more than two cultures at 

a time and are conducted with cautious and systematic "doubt" by the researcher, they 

can offer important information and conclusions about universal possibilities. Valuable 

studies, she said, attempt "to identify those aspects of organizations which are similar 

and those aspects which are different in cultures around the world" (p. 29). She called 

for more studies that ask the question, "In which areas can ... organizational policies 

and strategies be similar across all cultures, and in which areas must they be different?" 
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This process suggested by Adler (1983) helps to identify "an emergent 

universality" (p. 35). That universality comes to exist through patterns that arise from 

the various cultures under study. By using the theory of structured flexibility as a 

foundation for finding the "middle ground" between complete centralization or total local 

autonomy, it is possible to start to uncover an "emerging universality" for international 

public relations. It also is possible that this generic universality that the structured 

flexibility approach encourages is found in the variables of the Excellence Study. 

I believe this study falls into the type of study for which Adler ( 1983) is asking. 

There are three reasons for this. First, there is evidence that most of the principles 

incorporated into the Excellence Study itself came from more deep-seated, universal 

theories. Second, added to this framework are theories that come from scholars who 

specifically study international patterns in culture, management, and other related fields, 

as will be explained more fully in Chapter Two. Finally, to satisfy Adler's requirement of 

exposing the theories to more than two cultures, my study is conducted among a group 

of experts who represent 18 different countries. 

With this in mind, I now have introduced the rationale for the type of study I am 

conducting in international public relations. The public relations field is expanding into 

the international realm, but there is an inadequate theoretical framework to guide the 

increasing practice. This study attempts to build that foundation by combining many of 

the theories that are already out there and assembling them into a cohesive, relevant set 

of guiding principles. The establishment of this theoretical foundation and its various 

sources is the purpose for the next chapter. 

37 



CHAPTERil 

CONCEPTUALIZATION 

In the first chapter, I outlined the rationale for a study on international public 

relations. I also introduced the basic elements in the framework for such a study. This 

chapter will explain the interdisciplinary theories that round out this framework. From 

these theories come the propositions that I am exploring through a Delphi study. 

To start building a theoretical foundation, it may be useful to explain my 

assumptions about the terms "public relations" and "international public relations. 11 The 

roots of public relations extend back hundreds of years, but the practice as we know it 

today evolved from the late 18001s (Wilcox, Ault, & Agee, 1995). Modem practice is so 

diverse that there is no consensus about what it means to do public relations (Lesly, 

1991). Public relations varies widely from one organization to another or from one 

practitioner to the next (J. Grunig & White, 1992). Often, organizations even maintain 

public relations units without really knowing why they exist (J. Grunig & Hunt, 1984). 

A discussion of basic definitions is important because, as J. Grunig and White 

( 1992) explained, scientific theory and research is necessary to "help bring order to the 

chaos of public relations" (p. 32). This order is achieved by identifying and exploring the 

fundamental assumptions about the field. Many of these philosophies are revealed in the 

various definitions of public relations. I will examine these assumptions and definitions 

as well as the few existing constructions of international public relations. Then, I will 

suggest parameters for international public relations that can be more detailed and 

pertinent than what is currently available. 
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Definitions of Public Relations 

More than 500 definitions of public relations have been co · d h nce1ve over t e years 

(Harlow, 1988). These range from descriptions of simple techniques h bl. · , sue as pu 1c1ty 

' ens1ve VIews of or the appearance ofa special guest at an event to the more compreh · · 

• , ommurucat1on public relations as a strategic process that includes research planning c · -

and feedback. In this range are even some strange ideas, such as, "doing good and 

getting credit for it11 (Wilcox et al., 1995, p. 5), or "what public relations people do" (J. 

Grunig & White, 1992, p. 33). 

Many position public relations as a managerial function for building and 

maintaining relationships. For example, J. Grunig and Hunt (1984) called public 

relations "the management of communication between an organization and its publics" 

(p. 6). Cutlip, Center, & Broom (1985) elaborated that public relations is a 

"management function that identifies, establishes, and maintains mutually beneficial 

relationships between an organization and the various publics on whom its success or 

failure depends" (p. 4). 

Some scholars have criticized this "blatant bottom-line orientation of strategic 

management" (Wilson, 1996, p. 71). Creedon (1991) argued that "we must deconstruct 

the philosophical assumptions that suggest that public relations should be a management 

function11 (p. 80). Wilson explained that the "trends and stages in the history of public 

relations, 11 fostered mostly by the management perspective, "have consistently edged 

away from a 1relations1 orientation. In fact, 
11 

she added, 
11

the very term public relations 

has suffered disrepute ... because of the emptiness of the promise implied" (p. 70). 
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Other sources, while not against the managerial emphasis, have joined Wilson 

(1996) in advocating the greater value of relationships. Senior consultant Patrick 

Jackson has stated that "public relations is devoted to the essential function of building 

and improving human relationships" (Wilcox et al., 1995, p. 4). Another definition 

shows public relations as "the art or science of establishing and promoting a favorable 

relationship with the public." One more source claimed, "public relations is the 

conscious and legitimate effort to achieve understanding and the establishment and 

maintenance of trust among the public" (Wilcox et al., 1995, p. 6). 

Managerial Status and Relational Orientation are Both Important 

Actually, it seems pointless for people in the public relations field to debate 

whether its practitioners should strive for a managerial role or focus on relationships. To 

effectively serve organizations, public relations needs both managerial status and a 

relational emphasis. The managerial function gives practitioners the credibility they need 

to convince their organizations that relationship building is important. Even Creedon 

(1991), one of the critics of the public relations-as-management philosophy, 

acknowledged that those with power in organizations "select the manner in which public 

relations will be practiced" (p. 75); therefore, it is essential for public relations to be 

placed within this decision making group. Once with the decision makers, practitioners 

can convince them that building relations is not just a peripheral, "feel good" activity, but 

is in the best long-term interest of the organization. 

The definition of what public relations should be, then, probably falls somewhere 

between the works of Wilson (1996) and J. Grunig (1992) and the Excellence team 
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mentioned in the first chapter. Wilson is one who has disagreed with the managerial 

function espoused by Grunig. With further analysis, though, their ideas on public 

relations sound oddly similar. Both adhere to the value of relationships built over the 

long term. Both acknowledge the potential for damage when these relationships are not 

maintained. The only difference seems to be that Grunig desires to manage these 

relationships, while Wilson equated "managing" with manipulation. (Grunig & Repper, 

1992, p. 123, addressed her concern by defining the term "manage" as "thinking ahead or 

planning, rather than as manipulation and control".) 

Wilson (1996) said that a growing number of social issues have created negative 

effects for organizations. In fact, she added, public relations often exists in organizations 

specifically to counter "the organization's increasing inability to control the business 

environment" (p. 72). For public relations to really benefit organizations, she explained: 

We must look toward building long-term relationships that reinforce the values 

our publics hold dear. Only in this way can we avoid manipulative practices that 

are neither truly ethical nor productive in the long run .... We must become ... 

focused on the good of all rather than being primarily self-interested (p. 79). 

Grunig and his colleagues also have shown the necessity of building relationships 

to reduce external threat. Like Wilson, they recognized that organizations face "an 

unstable and threatening environment" (L. Grunig, J. Grunig, & Ehling, 1992, p. 72). 

Grunig and Hunt (1984) said publics "have made it clear that ... organizations frequently 

have not been responsible" (p. 47). But public relations can make organizations 

responsible, "in that it helps organizations build caring -- even loving -- relationships with 
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other individuals and groups they affect in a society or the world" (J. Grunig & White, 

1992, p. 38). "Rather than persuading, manipulating, and dominating publics, 

communicators seek mutually beneficial relationships based on understanding," said 

Dozier, L. Grunig, & J. Grunig (1995, p. 92). 

If we can concede that managing communications to build relationships is 

important, it still begs the question: For what purpose? Why should organizations even 

care about building relationships with their various publics? Hampden-Turner and 

Trompenaars (1993) offered some clues to this question. For years, they said, the 

American business community has emphasized short-term results, and thus lost sight of 

the one vital component "that makes all economic activity possible: human 

relationships" (p. 5). Wilson (1996) elaborated that "the truly strategic role of public 

relations in today's organization and society is not to manipulate the environment with a 

bottom-line mentality, but rather to build bridges and relationships with publics ... " (pp. 

68-69). What does she think is the reason for this? 11 
••• to create an environment in 

which the organization thrives over time" (p. 69). 

In building relationships with publics, public relations practitioners act as "go­

betweens" -- sometimes advocating the position of the organization to publics, at other 

times arguing the public side to the organization (L. Grunig, 1992b ). By achieving this 

purpose, public relations can help an organization gain some benefits like "employee 

productivity, stock prices, a hospitable climate, an organization's national standing, and 

even 'corporate image'" (Dozier, et al., 1995, p. 218). But perhaps more important, 

good relationships with their publics can help organizations avoid conflict and its 
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resultant negative coverage, regulation, litigation, and other external interventions that 

"could cost them money" (p. 218). 

Causal Reasoning Offers a Definition 

Perhaps public relations can best be described by what Babbie (1989) calls 

"causal reasoning": If this happens, that will occur, or this condition leads to that effect. 

Following this reasoning, a comprehensive definition should address the purpose of 

public relations in an organization, or why the function exists in the first place. It should 

also address the intended outcomes. 

Causal reasoning for public relations may look like this: Organizations act in an 

environment (society) containing opportunities for growth as well as threats and 

pressures (from various publics) that can erode revenues. Because organizations want to 

thrive and to protect their profit margins, they must identify and establish relationships 

(with publics) to avoid or reduce those outside pressures. Relationships are identified, 

built and maintained by a credible public relations program. The program can only be 

credible and effective ifit is part of management, or the decision making group, and is 

completely supported by those decision makers. 

Therefore, a definition of public relations might state: "Public relations is the 

management function that contributes to effective decision making by identifying, 

establishing, and maintaining relationships with an organization's various publics. 

Through these long-term relationships, public relations helps the organization it serves 

remain successful while simultaneously preserving the public interest." The definition 

addresses the three essentials. It is positioned within senior management circles to 

43 



influence the way it is practiced, it builds relationships for long-term success, and it helps 

balance the interests of the organization and its publics. 

Beyond Definitions: Worldviews that Affect Public Relations 

The definitions just described have evolved over the years from fundamental 

assumptions ofthe various authors about public relations. Kearney (1984) referred to 

these assumptions and images as worldviews. Worldviews basically are the way people 

see and organize their surroundings. Worldviews are subjective (Kuhn, 1970), but they 

are important because behaviors of people are affected by how they perceive things. 

Therefore, when definitions are conceived for a given field, those definitions usually 

reflect behaviors resulting from the worldviews within that field. 

Modem public relations covers a broad territory partly because it reflects a 

variety of assumptions about the field. J. Grunig and White (1992) identified four main 

areas where worldviews differ from person to person. The first is the social role of 

public relations -- whether it serves organizations only or ultimately serves society, or 

whether it helps preserve the status quo or fosters change. The second area, which 

crosses into what was just partly discussed, is whether public relations should be a 

management function or a tactical support role. A third area, related to the second, 

concentrates on gender and the various roles men and women perform in the field. 

A fourth assumption about public relations centers on whether or not it balances 

mutual interests of organizations and publics. Botan (1993) referred to this question as a 

"paradigm struggle11 between a 11dominant applied model11 of public relations and what he 

called a "symmetrical/systems" model (p. 198). The applied model is based on 
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traditional assumptions that organizations may manipulate publics to expand their own 

interests. The symmetrical model, on the other hand, sees an organization as just one 

entity in a sociopolitical system; therefore, through dialogue and compromise, it seeks 

the common good. Lesly (1992) argued that this philosophy can work in a real-world 

setting. "If exchange of opinion and suggestions is free, and if the tone is kept unheated 

so logic can prevail, the best of combined thinking is likely to prevail in the long run," he 

said (p. 330). This equilibrium parallels the definitions proposed above, where public 

relations seeks to balance the interests of the organization and its publics. 

The Asymmetrical W orldview 

Despite the lip service that is often given to balancing interests, there is evidence 

that many organizations do not care to have reciprocity with their publics (Rakow, 

1989). In a study of 34 activist organizations, L. Grunig (1992b) found that few of the 

organizations targeted by activists practiced two-way communication that sought mutual 

benefits with their publics. Subsequent studies have supported those findings, although 

some instances of symmetrical behaviors also have been found (Dozier et al., 1995). 

J. Grunig and White (1992) suggested that this reluctance to balance interests 

comes from a worldview they called "asymmetrical public relations." This mindset often 

is characterized by attitudes that the organization knows best. Organizations who 

practice asymmetrical public relations attempt to manipulate the behaviors of publics 

with no regard for their own behaviors. Organizational leaders with this worldview often 

force publics to accept a Jong list of "strange things," like pollution, health and social 

problems from smoking, drinking, and other ingestible products, overthrowing of 
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governments, higher prices, and so forth (pp. 39-40). 

Sadly, this thinking is prevalent even among public relations practitioners, who 

should be championing mutual interests within the organization. That is why Botan 

(1993) referred to it as the dominant applied model. It surfaces in conferences 
' 

workshops, and articles written by senior practitioners in the field (J. Grunig & White, 

1992). Olasky (1987) interviewed a large number of practitioners who expressed more 

interest in pleasing their bosses than in dealing with critical publics --even if this meant 

getting publics to accept what they did not want. Wright (1989) claimed that 

practitioners II often discover ways to justify unethical behavior" (p. 21). 

Although commonly held, the asymmetrical worldview can be harmful to the 

public relations field. It tends to reduce public relations into the lesser realms of 

publicity, media relations or other functions that carry out decisions made by others in 

the organization. Often, these lesser roles support marketing goals rather than managing 

reputations or providing strategic input on attitudes and issues (Lesly, 1991). Even the 

president of a large public relations firm recently suggested that public relations should 

be merged into a "marketing mix" (Harris, 1989). However, when public relations is 

reduced to supporting roles, its practitioners become destined for lower salaries and lose 

opportunities for advancement in their organizations (Lesly, 1991). Ultimately, this 

could threaten the future of the field. 

The asymmetrical worldview also harms organizations. When public relations is 

subsumed under marketing or other organizational functions, practitioners are taken out 

of the senior management circles. As a result, they lose their capability of consulting 
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with senior management about the effects of environmental influences on decision 

making. They also cannot help an organization effectively interact with its critical 

publics (Broom, 1986; Dozier, 1992). Without this needed input into management 

decisions, the organization suffers. As Broom, Lauzen, & Tucker (1991) said, 

"organizations cannot survive while ignoring the impact of social, political, technical and 

economic changes on relationships with others" (p. 220). 

The Symmetrical Worldview 

With the damage that can result from asymmetrical public relations, J. Grunig and 

Hunt (1984) suggested a worldview that gives more than lip service to some of the 

definitions mentioned above. They referred to this worldview as "symmetrical public 

relations." This mindset seeks two-way communication for the purpose of benefiting 

both the organization and its publics. Symmetrical public relations is more effective, said 

J. Grunig and White (1992), because "organizations get more of what they want when 

they give up some of what they want" (p. 39). 

With a symmetrical worldview, organizations see themselves as part of a larger 

system in which people and entities are intimately connected with each other. They see 

outside forces as providing their legitimacy and giving them permission to operate 

(Wilson, 1996). This position suggests a respect for publics, and provides a reason for 

communicating with them. It is a "process of compromise and negotiation and not a war 

for power" (J. Grunig & White, 1992, p. 39), and "communication is one of the most 

effective means we have to negotiate and compromise" (J. Grunig & Hunt, 1984, p. 5). 

Practical application of the symmetrical mindset means that organizations use 
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public relations to identify their publics and build relationships with them. Research 

would be an important part of this process, to determine which groups are attracted to 

the organization and its products or services, and which groups are hostile. After this 

determination, the organization would communicate with its publics -- not just giving 

information to them but also seeking information. When differences are identified , 

dialogue would help to improve understanding, reduce the differences, and build 

common interests. This, in tum, would establish long-term friends that could later 

support the organization during difficult times. 

Effective public relations, then, helps build a solid reputation for organizations 

(Fombrun, 1996). It helps to make money by building relationships with consumers, 

donors, and other publics that lead to greater sales, better fund raising, and more long­

term support. It helps to save money by communicating and compromising with publics 

that might otherwise initiate lawsuits, regulations, boycotts, negative publicity, or other 

negative consequences (J. Grunig, 1992b ). 

The Mixed-Motive Alternative 

The symmetrical model of public relations has been modified since it was 

conceived. Murphy (1991) was a catalyst behind this redefinition. She argued that two­

way symmetrical public relations, although laudable, is unrealistic -- that organizations 

cannot be completely altruistic at the expense of profit making. "Purely cooperative 

behavior is seldom found in the real world," she explained. "Even when two-way 

communication exists, the organization and its publics have different agendas, want 

different side-payments, retain some conflicts of interest" (p. 122). Sometimes conflict 
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helps opposing entities to understand what is best in the long run. True symmetry, she 

argued, "tends to discourage innovation and encourage custom and tradition" (p. 124). 

As a compromise, Murphy (1991) suggested a "mixed motives" approach to 

public relations. With this approach, organizations and their publics do not aspire to 

congruency on every issue, but to understanding and accuracy. "Each side retains a 

strong sense of its own interests, yet each is motivated to cooperate in a limited fashion 

in order to attain at least some resolution of the conflict," she said (p. 125). 

Because of its more relevant application, J. Grunig (1992b) and his colleagues 

have consented to the mixed-motive compromise. "Excellent public relations 

departments model more of their communication programs on the two-way symmetrical 

[model], although they often combine elements of the two-way asymmetrical model with 

the two-way symmetrical model in a mixed motive model," said Vercic, L. Grunig, & J. 

Grunig (1996, p. 38 -- italics are the authors'). Dozier et al. (1995) added that 

"organizations play public relations as a "mixed-motive" game" (p. 47). They then 

modified their own model into a "two-way model," "because it subsumes the former 

models of two-way asymmetrical and two-way symmetrical practices" (p. 49). 

This evolution into the mixed-motive model should not imply that organizations 

no longer need to search for mutual benefits with their publics. As Dozier et al. (1995) 

explained, the two-way model still carries a " symmetrical worldview that respects the 

integrity oflong-term relationships" (p. 49). The model also means that public relations 

practitioners will not just work with the organization's publics to seek mutual interests or 

to negotiate compromises, but they also will view their own senior management as 
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another important public that is "influenced by communication programs" (p. 49). L. 

Grunig (1992b) explained that: 

Rather than trying to manage the issue ... they end up helping manage the 

organization's efforts to contend with the problem. In so doing, the public 

relations manager becomes part of the reconciliation process as well as the 

accompanying communication effort (p. 505). 

To summarize, a variety of definitions have been proposed for public relations. 

The definitions are founded on differing worldviews of the authors about how public 

relations should be practiced. Some see public relations as a management function, while 

others emphasize relationship building in the field. Another dominant mindset that some 

argue is tied to the managerial worldview, is that public relations should help entities 

achieve their ends by manipulating publics asymmetrically. An opposing worJdview, 

however, is that public relations should foster mutually beneficial relationships with the 

organization1s publics. By so doing, public relations is more effective for the 

organization in the long term. A mixed-motive alternative has been proposed to reflect 

real-life situations, where organizations and their publics have separate interests but must 

negotiate and compromise to get at least some of what each wants. 

I view public relations as a combination of management and relationship building, 

and believe that both aims should exist together in order for public relations to be 

effective. Public relations must be positioned in the decision making circles so that its 

practitioners can represent the organization's publics and help influence decision making 

processes. Once that influence is achieved, they must plan and organize the relationship 
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function so that it balances the organization's interests with those of its publics. In this 

manner, public relations best services its organizations in the Jong term. 

What about International Public Relations? 

If these definitions and viewpoints adequately explain public relations in general, 

what about international public relations? Is international public relations basically the 

same as domestic practice? The assumptions above were developed largely with single­

country, or domestic, studies; only recently has consciousness been raised about public 

relations practice in multiple countries. Do these worldviews and definitions from 

domestic contexts now apply in the international arena? If not, are slight modifications 

sufficient? Or should international public relations be viewed as entirely different? 

The few who have written about international public relations distinguished only 

slightly between its practices and the domestic conceptualizations outlined above. Many 

. presume that public relations is conducted similarly throughout the world as it is in the 

United States, with minimal adaptations for local conditions. The only readily apparent 

distinction in the conceptions is that the latter is much more complicated -- in fact, 

11unprecedented in complexity," according to one senior practitioner (Wilkinson, 1990, p. 

12). This complexity is evident in the environment in which multinationals function. 

This includes all of those diverse forces that have an impact on the organization, such as 

economic, technological, political-legal, communicative, sociocultural, and cross-border 

dimensions (Maddox, 1993). 

Reed (1989), a respected leader in the international public relations community, 

offered one of the first infonnal definitions. He said, "International public relations 
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means you do it somewhere else, with audiences different from you culturally, 

linguistically, geographically . . . . International public relations requires that you bridge a 

cultural or linguistic gap -- or both" (p. 12). 

Reed's viewpoint helped start the discussion about why international practice may 

be different from domestic public relations. However, his definition may not persuade 

those who see no real differences. Experienced practitioners (including Reed) recognize 

that "audiences different from you culturally, linguistically, geographically" exist within 

many countries as often as between countries. For example, I could easily travel from 

the western United States to New York City or Washington, D.C., and conduct public 

relations "somewhere else" -- and encounter quite different cultural circumstances in the 

process. A growing number of American organizations have had to communicate with 

publics for whom Spanish, Chinese, Japanese, or another language is not only their first, 

but only, language of fluency (Maddox, 1993). Thus, for international practice to occur, 

something must be present besides mere cultural or linguistic factors. 

One realistic distinction between domestic and international practice was supplied 

by Wilcox et al. (1995). Like their domestic counterparts, their definition stressed the 

balancing of mutual interests between an organization and its publics. They conceived 

international practice as "the planned and organized effort of a company, institution, or 

government to establish mutually beneficial relations with the publics of other nations" 

who may affect or be affected by the entity in question (p. 414). The only significant 

contrast between this definition and the typical domestic construction is that it 

recognizes "publics of other nations." 
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Differences Between Domestic and International Practice 

When publics from nations outside of the organization's home country are added 

to the equation, some interesting things start to occur. Multinationals face multiple 

regulatory groups, not just the one they are accustomed to in their home country (Manu, 

1996). The need to communicate in multiple languages becomes the norm, not the 

exception (Adler, 1997). Even internal communication becomes a multicultural exercise 

(Harris & Moran, 1991). External publics or interest groups are gaining the same 

multinational presence and power as many of the organizations they oppose (Nigh & 

Cochran, 1994). Public issues can cross borders, creating risk on a variety of fronts all 

at once; as a result, senior managers who may have great experience in the domestic 

arena often find themselves floundering in the international environment (Maddox, 

1993). These factors are discussed in greater detail in the following paragraphs. 

Multiple Regulatory Environments 

National and local governments are important publics to multinational 

organizations. As they expand globally, multinationals are burdened with an increasing 

variety of regulations. These include tax laws, pricing policies, diverse laws on products 

and ingredients, regulations governing employees, environmental standards, and other 

legal variations (Maddox, 1993). However, the nature and behaviors of multinationals 

make it difficult for governments to effectively regulate them (after all, governments do 

not have power over entities outside their own jurisdictions). Many governments lack 

the capabilities to assess the operations of multinational organizations, or to address 

hazards that arise from those operations (Manu, 1996). International regulations and 
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agreements are becoming more commonplace, but they usually are ambiguous and 

difficult to enforce. 

Ironically, Maddox (1993) argued that the legal factor in the multinational 

environment is the easiest factor to handle, despite the variations. "The legal 

environment is relatively tangible and specific," he said. "It is easily viewed and 

evaluated. And the appropriate corporate response is generally relatively clear" (p. IO). 

(Imagine how American attorneys would react to that claim.) 

Even though the legal environment and its problems are the domain of attorneys, 

public relations still can play an important role within this international legal context. It 

is important for practitioners in multinationals to understand the various legal 

complexities of their field. Where regulations are more ambiguous and less enforceable 

than in the domestic arena, cultural interpretations become more important. 

Practitioners should know how to seek the advice of opinion leaders in host countries 

who can interpret how legal decisions will affect local public opinion. 

There are many countries where cultural mores and obligations take precedence 

over legal contracts, thus requiring a different form of interaction than is the norm for 

most legally-bound American organizations. To build long-term working relationships, 

for example, many Asian countries rely on connections, trust, and compromise rather 

than adversial contracts. (Many Asians have told me that having an attorney present in 

meetings is an automatic sign of mistrust.) If properly trained in intercultural 

communication processes, practitioners can assist in gathering diverse groups and 

moderating between the differing philosophies and interests. 
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Multicultural Employee Communication Concerns 

Domestic organizations usually need not wony about diverse internal publics 

like multinationals face. Sophisticated global companies reduce their headquarters staffs 

and transfer project leadership around the world (Kanter, 1995). Robbins (1997) wrote: 

Management is no longer constrained by national borders. Burger King is owned 

by a British firm, and McDonald's sells hamburgers in Moscow .... Toyota makes 

cars in Kentucky; General Motors makes cars in Brazil; and Ford (which owns 

part of Mazda) transfers executives from Detroit to Japan to help Mazda manage 

its operations (p. 9). 

Multinational employees cany multicultural perspectives and attitudes. Maddox 

(1993) explained this situation. "We are not now dealing with one group of employees 

from the same country, but with employees of many nationalities in many different 

countries." As a result, even internal communication becomes highly complex, and "the 

implications of this one environmental factor are enormous" (p. 6). 

Employees within each culture, Maddox (1993) illustrated, will respond to a 

different system of values, have different motivations, and different ways of behaving 

than those in home country offices. Host country employees require dissimilar human 

resource plans with differing incentive programs, managerial styles, and expectations. 

They will respond to different employee regulations in their own countries. "Now to all 

of these cultural variations "he said "add the dimension of constantly increasing change" 
' ' 

(p. 6). It is easy to see why this one factor, if poorly handled, can create enormous 

public relations problems as well as human resource concerns. 
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More Diverse and Far-Reaching External Publics 

Along with multicultural internal publics, multinational entities also must respond 

to external publics in other nations. Nigh and Cochran (1994) suggested that interest 

groups, like non-government organizations, are forming global networks that can place 

pressure on organizations in any country. Lesly (1992) added: 

Never have so many altering forces been active at the same time. Any of them 

would cause the social fabric to be transformed. All of them together pull that 

fabric in many different directions simultaneously ... . Together, these forces add 

up to a new milieu in which events are determined not by powerful leaders but by 

... the mass of attitudes among groups of people that determines how all 

institutions and organizations can function (p. 326). 

Publics around the world often are hostile toward multinationals because the 

organizations are wealthy, powerful, or simply foreign to their own interests (Nigh & 

Cochran, 1994). Public interest groups have become much more sophisticated in the 

way they utilize media and other communication techniques to achieve their goals (Pires, 

1989). The pressures they apply to organizations can build as they expand from country 

to country, and organizational responses must be filtered through a variety of 

government regulations, media systems, and other varying local factors typically not 

faced by domestic organizations (Nigh & Cochran, 1994). 

Cross-border Implications 

Many activities of multinationals have implications that cross borders. One 

example was the Chernobyl nuclear fallout, which originated in the former Soviet Union 
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(now Ukraine), then spread its effects throughout Europe (Manu, 1996). Additional 

toxic emissions and waste problems, chemical spills into international waterways, human 

rights concerns, Aills awareness and prevention, and other issues also can cross borders 

and raise problems in many countries at once. 

Cross-border factors, Manu (1996) explained, raise "complex questions about 

jurisdiction and assignment ofresponsibilities, all of which [make] government control 

more difficult" (p. 56). For instance, it is difficult for a government to control problems 

that originate somewhere else but spread into its borders. As a result, governments have 

cooperated on international agreements like the Basel Convention, MARPOL 

(Convention to Prevent Marine Pollution from Ships), and others. However, these 

provisions often are too vague to serve any real enforcement purposes. 

Cross-border situations allow for multinational public relations. Cross-cultural 

" 
communication is needed to help understand and resolve complex issues. Organizations 

must also be better at self-policing to ensure social responsibility in all countries, not just 

in their homeland. Public relations can play a role in these circumstances by acting as 

organizational conscience and leader in intercultural problem solving tasks. 

Inexperienced International Management 

A final distinction comes in basic knowledge levels of senior managers with 

whom public relations functions. Senior managers in domestic organizations know how 

to run their entities after spending years working into management. When they move 

into the international realm, however, that knowledge base often disappears or becomes 

ineffective. "Many are finding that cultural differences are posing special problems that 
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they had not anticipated. And, many have been unable to deal with these differences 

successfully," Maddox said (1993, p. 3). Therefore, managers who might have been 

independent before now find themselves needing help in their decision making processes. 

Others who have used counselors in the past now need them more than ever. 

Managerial inexperience in the international arena creates a need for someone 

who can educate senior management about sociocultural sensitivities. Public relations 

practitioners should be able to facilitate this role, because tuning in to various publics and 

seeing the world from their perspective is a prerequisite for public relations. However, 

much more training in international issues and cultural sensitivities would be necessary 

before practitioners could effectively function in this process (Pratt & Ogbondah, 1996). 

So, this discussion suggests both comparisons and contrasts between domestic 

and international public relations. According to Wilcox et al. (1995), relationship 

building is still crucial in international practice. This relationship orientation also must 

have managerial status if it is to be effective. However, the international environment 

seems to be much more complex, crossing into a variety of issues that are either different 

from or more complicated than domestic pursuits. 

In a practical vein, it seems that many functions typical to domestic contexts 

would be at least as important globally. For example, research still would be necessary 

to identify various publics. However, that research becomes much more complicated: Is 

it performed in each country according to local cultural mores for research, or are 

sampling procedures and instruments held consistent throughout the world to achieve 

reliability? Is scanning necessary on a global scale to identify those publics, interest 
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groups or organizations that transcend national boundaries? If so, how is that 

accomplished? Also, counseling of management on potential behaviors of publics would 

still be important, but now it Would cany highly dynamic and complex cross-cultural 

connotations. The tactical functions of communicating with groups would continue to 

be critical, but would be carried out using a variety of multicultural communication 

experts to ensure that accurate communication is occurring. 

AsymmetricaVSymmetrical Worldviews in an International Context 

Now that similarities and differences between domestic and international public 

relations have been suggested, it may be useful to determine how the fundamental 

assumptions about public relations apply in an international environment. This can be 

done by examining literature on how multinational organizations operate, and what 

effects have surfaced around the world as a result of these operations. Then, these 

operations and effects can be placed into a public relations context. 

Multinational businesses today are expanding and gaining greater power (Adler, 

1997; Maddox, 1993). In the United States alone, there are more than 3,500 

multinational corporations, 30,000 exporting manufacturers, 25,000 companies with 

branches or affiliates overseas, and an additional 40,000 firms operating abroad on an 

ad-hoc basis (Harris & Moran, 1991). Vogl and Sinclair (1996) declared that 

multinationals are taking advantage of a "borderless economy that is generating 

breathtaking ambitions" (p. 8). Annual sales figures of more than 300 of the largest 

corporations exceed those of many nations (L. Grunig, 1992a). 

The influence of multinational organizations is not limited to the United States. 
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Japanese and German finns are growing faster th Am . . . 
an encan corporations. Six 

thousand Japanese firms employ more than 500 ooo Am · · · 
, encans m the Uruted States. 

The United Kingdom invests more than $122 b"Ir · Am · . 
1 ton m encan mterests (Wilcox et al., 

1995). And organizations from other nations l · . . 
are a so entenng the mternattonal arena in 

unprecedented waves (Maddox, 1993). Even an estimated 700 . fr h 
corporations om t e 

old Soviet Union and European socialist nations are conducting business abroad, with 

about two-thirds of those in developing nations (Harris & Moran, 199l). 

Because of their expansion, today's multinationals are able to overwhelm their 

envirorunent. L. Grunig (1992a) argued that too often, "the power of the conglomerate 

dwarfs that of the local politicians, not to mention the citizenry" (p. 129). An increasing 

number of multinational activities are beyond the jurisdictions of individual national 

governments (Manu, 1996). In fact, some managerial experts have predicted that the 

accumulation of multinational enterprises will radically alter the nation-state system 

under which individual and global societies have operated for more than 400 years 

(Barnett & Muller, 1974). 

As guests in host countries, multinational enterprises have a responsibility to be 

good community citizens. As community citizens, organizations can be positive forces in 

building infrastructures that lift societies out of poverty and spark economic growth in 

the host countries. They can encourage the protection of basic human rights in all parts 

of the world. They can harness local resources in ways that assist, rather than harm, the 

local environment (Sethi, Kurtzman, & Bhalla, 1994). 

Sometimes, despite their attempts to assist, multinationals still run afoul oflocal 
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perceptions and attitudes. Often, even without knowing, they foster objectives that 

conflict with the goals of their hosts (Sethi et al., 1994). Wilcox et al. (1995) cited 

Chevron's attempts to develop a $1 billion oil field in New Guinea. It laid a 159-mile 

pipeline to minimize damage to the rain forest; built a highway, schools and clinics at a 

$45 million expense; and gave money to local people in need. Yet, that did not override 

the perceptions of many locals that the company was disrupting hunting and fishing and 

offering fewer benefits than had been expected. They set up roadblocks in the forests 

and attacked Chevron officials. 

Many multinationals seem to have no desire to assist local causes or consider the 

needs and values of the host countries. There are numerous examples of organizations 

that run into trouble for these reasons. Some of their problems are cultural practices that 

are not adapted to local environments, overaggressive management and interpersonal 

styles, or products that do not fit local market needs or ways of life (Maddox, 1993). 

Other examples are miscommunication between host country and headquarters, failure to 

adequately assess risks in the host environment (Manu, 1996), covering up underlying 

dangers with "window dressing," and bribing local officials or cooperating with 

oppressive governments to satisfy mutual gain (Vogl & Sinclair, 1996). Many more 

instances could be cited. 

Unfortunately, even organizations that act responsibly in their home country can 

be susceptible to "double standards" in host countries. Multinationals often expand into 

new territories specifically to capitalize on lax controls and to undertake activities 

generally not permitted in their own countries (Manu, 1996). This was evidenced in the 
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Bhopal explosion and in some of the more recent complaints about "sweatshops" 

operated by some United States retailers in other countries (Young, 1996). 

Organizations that think they know what is best for their publics often have the 

same tendency in the international arena. Harris and Moran (1991) stated: 

There are naive multinational executives who think what is good for their 

corporation is automatically good for the nation in which they operate. Like the 

'missionary' do-gooders of the past, they point to what they are doing for these 

less fortunate peoples of underdeveloped lands -- they bring jobs, technical 

know-how, training, and capital." However, they warned, "not every endeavor 

of advanced countries and their representatives is a benefit to the consuming 

nation (p. 533). 

Asymmetrical Public Relations Leads to Hostility 

Domination of people and the environment in other countries, exploitation at the 

expense of short-term profit, and similar manipulations are typical of the asymmetrical 

worldview (J. Grunig & Hunt, 1984). Because this asymmetrical mindset was referred 

to as the dominant worldview in the United States (Botan, 1993), it should not be 

surprising that the same philosophy would prevail among United States-based 

multinationals. Maddox (1993) revealed, however, that multinationals from a variety of 

other countries also exhibit these types of behaviors. 

Even among public relations practitioners, the asymmetrical view often surfaces. 

Articles with an international emphasis reveal philosophies like "extending [global] 

advertising and promotions through public relations methods" (Hauss, 1993); or, 
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"trend[ s] that will affect public relations ... require an understanding of international 

marketing" (Ogbondah & Pratt, 1991-92). Articles often emphasize techniques of 

communication within a given country, rather than examining coordinated management 

of global communication. And yet, technical functions meant simply to create publicity 

or support marketing are incapable of responding proactively to the dynamic 

international environment because they are not strategic. 

As a result of asymmetrical behaviors, many organizations face skepticism or 

even hostility in their host countries. Particularly in developing nations, critics see 

capitalism as a way for wealthy nations to maintain power over other nations and people 

(Jones, 1993). Even those who do not criticize the ideological connotations often see 

multinationals as strange outsiders who do not fit with their cultures. Wilcox et al. 

(1995) stated that "multinational" is a pejorative word in many countries -- that there is a 

"dislike grounded in such factors as national pride, past relationships, envy, and 

apprehension, especially in regard to the United States, concerning foreign cultural, 

economic, political, and military influence" (p. 417). 

In the past, poor behaviors of multinationals were excused or accommodated; but 

this no longer is the case. Maddox (1993) explained, "Public scrutiny has come to be 

expected in the United States ... However, attention is increasingly being focused on the 

activities of multinational firms operating in other countries... . Public scrutiny has 

greatly expanded and is reaching all-encompassing proportions today" (p. 28). Vogl and 

Sinclair ( 1996) added that as asymmetrical activities of multinationals increase, "More 

independent newspapers are being created, more vocal, nongovernmental organizations 
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are being established, and pressures are mounting for more independ t · d" · l en JU 1c1a systems" 

to monitor and expose these activities (p. 90). 

In an attempt to modify the behaviors of multinational organizations, Donaldson 

(1989) argued that these powerful entities maintain a "social contract" with the societies 

that allow them to function. This contract carries with it certain "derivative obligations" 

that multinationals must realize that extend beyond the mere need to make profits (p. 

49). He suggested three culture-neutral conditions within a social contract by which the 

performance of multinationals can be judged. These are (a) an organization should 

enhance the long-term welfare of employees and consumers in any society in which it 

operates; (b) an organization should minimize the drawbacks associated with being 

productive in a given society, such as pollution or the depletion of natural resources; and 

( c) an organization should refrain from violating minimum standards of human rights in 

any society in which it operates. Unfortunately, Donaldson concluded, many 

multinational organizations fail to recognize these long-term obligations and thus cause 

problems for their host countries and, ultimately, for themselves. 

Symmetrical Public Relations Needed Internationally 

The problems created by poor behaviors, and the local hostilities that result from 

those behaviors, indicate an even greater need for symmetrical public relations in the 

al f t "The global environment. Vogl and Sinclair (1996) emphasized the v ue o symme ry: 

successful corporation in this new era will be the one that ... seeks partnership, 

recognizing that open, honest, long-term commitments in the emerging economies are 

the soundest and surest roads to success. To operate profitably, corporations must 
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change their approaches to competitiveness and their attitudes" toward those new 

nations and people where they operate (p. 98). 

Traverse-Healy (1991) explained that the major characteristic of the global 

environment is its extreme complexity and propensity for rapid change. Therefore, 

multinational organizations must have a function that effectively balances their policies 

and needs with interests of the publics in their host countries. Public relations can fill this 

role by acting as corporate consciences and promoting responsibility. But there must be 

solid programming at headquarters and in each host country. 

To be effective in the international arena, public relations must be strategically 

managed to identify key publics -- those that can harm an organization or help it succeed 

-- and build relationships with them (J. Grunig, 1992c ). This is consistent with the 

definitions of public relations that emphasize symmetrical communication (J. Grunig and 

Hunt, 1984). Pavlik (1987) said that most multinational organizations have no 

procedures for analyzing emerging social and political issues and placing them into the 

management realm. However, he argued, "it is becoming increasingly important for 

multinational corporations to take an active, aggressive role in managing public affairs 

and communications efforts" (p. 64). 

It also is crucial to emphasize two-way communication in international public 

relations. In fact, Botan ( 1992) contended that when public relations across borders is 

not two-way, it cannot be called "international public relations" (p. 152). Instead, it 

would be "trans-border" public relations because it is based on ethnocentric assumptions 

of the home country. He added that instead of building mutually beneficial relationships 
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as public relations should, "this practice can cause significant banns." True international 

public relations should be a "two-way multicultural exercise" (p. 151). 

Parameters for International Public Relations 

This lengthy discussion of definitions and assumptions about public relations 

should have indicated some prerequisites that must exist in forming a definition of 

international practice. It seems that at least four important factors must be present for 

the practice to be called "international public relations. 11 These are: 

1. The public relations program must be positioned with management and 
founded on two-way communication. 

Two-way communication is a precondition to the very name of "international 

public relations" (Botan, 1992). Such a requirement is consistent with the accepted 

definitions of the field explained above. Likewise, the function must be positioned within 

management circles to be effective for the multinational organization. 

2. The program must have the potential to take into account publics and 
consequences in countries that are different from the multinational's 
headquarters. 

Many activities sound international simply because they are on the other side of 

the ocean (Anderson, 1989). A campaign conducted solely in Nigeria may sound 

international to Americans, but it is domestic. To be truly international, public relations 

must build relations with key publics in countries different from the one in which it is 

headquartered. 

3. The public relations activity must have a global orientation. 
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It is essential to have a global perspective, "to see the trees and the forest" 

(Anderson, 1989, p. 414). For public relations to build consistent, long-term 

relationships with multinational publics, it must have global vision and coordination. 

4. The progr~ must_ have the capacity and flexibility for responding quickly 
to local audiences many country. 

Traverse-Healy ( 1991) said "the action" is wherever the organization must deal 

with its publics. In today's global environment, the focus is moving away from mass 

communication toward speedy, personalized response to publics in any given location. 

With these parameters identified, it seems possible to put forth a working 

definition of international public relations for the purpose of this dissertation. : 

International public relations is a multinational program that, recognizing the 
potential for consequences or results in more than one country, uses multicultural 
resources to identify and manage the relationships and communication processes 
between an organization and its publics in the nations where those consequences 
could occur. 

With such a base-line definition, it should be possible to examine what is 

necessary for excellent practice of international public relations. The remainder of this 

chapter will explore potential variables of effectiveness in the international sphere. This 

includes variables already established for domestic public relations, as well as those from 

other domains that could be important in the international environment. 

Effectiveness and Excellence Defined 

In examining what comprises effective public relations, it would be useful to 

understand what I mean by the term effective. Also, because the principal foundation for 

this study comes from the Excellence Study in public relations, it is important to explain 
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what those authors meant by the term excellence. As J. Grunig and L. Grunig (1991) 

explained, "the concepts of effectiveness and excellence provide[ d] the key building 

blocks of our theory of public relations" (p. 259). 

Etzioni ( 1964) defined effectiveness as the degree to which an organization 

realizes its goals. Robbins (1990), however, asked, "Whose goals? Short-term or long­

term?" (p. 49). He argued that everyone has differing opinions about which goals are 

important but that the necessary condition for an organization's success is survival, or 

remaining profitable. Early definitions were based on closed systems of management, 

meaning that management could control its inputs and outputs with no concern for 

outside interference. Robbins defined effectiveness from a contingency perspective, as 

"the degree to which an organization attains its short- (ends) and long-term (means) 

goals, the selection of which reflects strategic constituencies, the self-interest of the 

evaluator, and the life stage of the organization" (p. 77). 

J. Grunig and L. Grunig (1991) positioned public relations as a function for 

helping organizations achieve these short- and long-term goals. Thus, they said, "a 

theory of organizational effectiveness tells us how public relations contributes to the 

success of an organization" (p. 259). They based effectiveness in public relations on 

hr 
· . d l t· hips These concepts 

t ee mam concepts: autonomy, interdependence, an re a ions · 

help foster an open systems approach by recognizing that, for organizations to achieve 

the most over the long term, public relations must reach out to the environment and 

interact with it in mutually beneficial ways. 

The concept of excellence surfaced in the book, In Search of Excellence, by 
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Peters and Waterman (1982). They identified eight attributes that would distinguish an 

excellent organization from a not-so-excellent entity. In the same light, J. Grunig and L. 

Grunig ( 1991) described a theory of excellence in public relations as what attributes a 

program should have to contribute to organizational success. Therefore, effectiveness 

would include the choice of appropriate goals as defined by interactions with strategic 

constituents, and the subsequent attainment of those goals; excellence, by comparison, is 

the type of program put into place to help attain those goals. I will examine these 

concepts, and how they apply specifically to international public relations, in the 

remainder of this chapter. 

Generic Variables in International Public Relations 

In Chapter One, I reviewed the current state of international public relations 

literature. In the majority of those writings, the main emphasis is whether to centralize 

or localize programs to produce the most effective public relations. It was concluded 

that neither centralization or localization is favorable -- that a combination of the two is 

necessary for effective public relations to occur. 

To more realistically examine international public relations, I drew from systems 

and contingency theory. Those theories posit that no one management style works best; 

rather, the most effective management depends on the myriad and rapidly changing 

situations an organization faces in conducting its business. I then proposed Brinkerhoff 

and lngle's ( 1989) argument that effective multinational organizations combine central 

managerial roles with local programs that adapt to these changing environments. 

In the theory outlined by Brinkerhoff and Ingle (1989), the centralized variables 
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were called generic and the local adaptations were specific. Traverse-Healy (1991 ), 

Botan (1992), and J. Grunig (1992a) all contended that a realistic combination of central 

and local structuring can be applied to public relations to develop an effective 

international program. Ovaitt (1988) argued that the generic/specific combination 

should be viewed as a continuum. The question then becomes not whether to centralize 

or localize, but in what proportions is the combination most effective. Exactly what 

activities should be centralized and what should be performed locally? 

J. Grunig (1992a) asserted that the generic variables are contained in the 

Excellence Model outlined in the book, Excellence in Public Relations and 

Communication Management (J. Grunig, 1992c). Traverse-Healy (1991) called this 

Excellence project "a sign of progress" toward understanding what constitutes effective 

international performance. Nessmann (1995) also illustrated its importance in a 

European context. If that is true, what exactly does the Excellence study include that 

has promise for applicability worldwide? 

The Study on Excellence in Public Relations 

In this section, I will discuss the Excellence project through which J. Grunig 

(1992a) and other authors have determined the variables that define excellence in public 

relations. Their argument has great support for public relations in a domestic context. 

After discussing the main elements of their study, I will try to explain why these variables 

might also be applicable in the international environment. 

The Excellence Model was proposed in the mid- l 980's, when a group of scholars 

realized the need for a comprehensive set of theories to explain the value of public 
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relations to organizations. They believed that fundamental theories existed, but more 

were needed to determine what makes public relations effective. These theories then 

needed testing to validate their utility for the field. So, the group responded to a call for 

proposals from the Foundation of the International Association of Business 

Communicators (!ABC), and received a $400,000 grant for a multi-year project. 

The Excellence project has been conducted in several phases. The authors first 

gathered relevant theories that they believed provided a model for excellent public 

relations. The theories were detailed in Excellence in Public Relations and 

Communication Management (J. Grunig, 1992c). The second phase, conducted in 1990-

1991, was an extensive survey of321 organizations in the United States, Canada, and 

the United Kingdom. The excellence theories were tested in this phase to determine 

their validity in organizational settings. The third phase included follow-up case studies 

of 24 organizations that had participated in the second phase (Dozier et al., 1995). 3 The 

results of the second and third phases are now being prepared for a future book. 

Excellence Based on Symmetry 

The basic foundation for the Excellence Model was the concept of symmetrical 

public relations discussed in previous sections. In fact, without all of the principles 

embodied in the symmetrical model, it would be difficult to conceive of a public relations 

Dozier explained only two phases of the Excellence Study. He noted the first phase as 
the quantitative survey, and the second as the follow-up case studies. He did not 
mention what I have understood, through my association with the Grunigs, was the 
actual first phase: gathering the theories that could be operationalized and tested 
through the phases mentioned by Dozer. Therefore, Dozier's first phase was actually the 
second, and his second phase was really the third phase of their study. 
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program that would have much positive effect. There are too many examples of 

organizations that try to preserve their short-term interests through stonewalling 

information, covering up misdeeds, "strong-arming" their publics into accepting less than 

desirable behaviors, and other one-way, manipulative tactics. In many cases, such 

behaviors come back to harm the organization. Eventually someone finds out about the 

behaviors, gets angry because the behaviors have failed to match their expectations, and 

creates negative pressures against the organization (see J. Grunig & White, 1992; L. 

Grunig, 1992a; Nigh and Cochran, 1994; Olasky, 1987). 

According to J. Grunig and White (1992), symmetrical public relations includes 

philosophies that an organization is interdependent with publics and other organizations 

in its environment; the organization freely exchanges information in an II open systems 11 

mode; and it bases its decisions on equity, innovation, and decentralization. People 

within the organization practicing symmetrical public relations are given the autonomy to 

function freely and fulfill their goals in line with those of the organization's mission; and 

the organization seeks equilibrium with its publics and in society through dialogue, 

negotiation, and compromise. These philosophies thus undergird each of the attributes 

of an excellent public relations program (J. Grunig, 1992c). 

Characteristics ofEffectiveness 

The Excellence Model contained fourteen characteristics of effectiveness in 

public relations. The characteristics were organized into three levels: the program level, 

the departmental level, and the organizational level. These elements of the Excellence 
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4 

Model will be described below and outlined in Table 1. 4 

Program-Level Characteristics 

At the program level there is only one characteristic, but it joins symmetrical 

communication as a foundation for effective public relations. The characteristic is that 

public relations must be a strategic management function, allied closely to core decisions 

and goals of the organization. J. Grunig and Repper (1992) defined strategic 

management as a symmetrical process of "thinking ahead or planning rather than as 

manipulation and control" (p. 123). 

In this planning mode, strategic public relations interprets the organization's 

environment and identifies and builds relations with strategic publics. Strategic publics 

are identified as "stakeholders that are critical, crucial, essential, important, or vital for an 

organization" (J. Grunig & Repper, 1992, p. 123). The Excellence authors thus 

distinguished strategic management from routine management functions such as 

developing budgets and overseeing technical communication activities that support the 

whims of senior decision makers. With strategic management in place, public relations 

can help the organization behave and communicate proactively, rather than always 

reacting to situations that management had not anticipated. 

To fully comprehend the 14 characteristics of excellence in public relations, I would 
encourage the reader to peruse the book, Excellence in Public Relations and 
Communication Management (J. Grunig, 1992c ). In this treatment of just a dozen 
pages, it is impossible to adequately explain the more than 600 pages of comprehensive 
information that is contained in the book. 

73 



Table 1: Characteristics of Excellence in Public Relations 

Characteristics at the Program Level: 
1. Managed strategically 

Characteristics at the Departmental Level: 
2. A single or integrated public relations department 
3. Separate function from marketing 
4. Direct reporting relationship to senior management 
5. Two-way symmetrical model of public relations 
6. Senior public relations person in the managerial role 
7. Potential for excellent public relations, as indicated by: 

a. Knowledge of symmetrical public relations 
b. Knowledge of managerial role 
c. Academic training in public relations 
d. Professionalism 

8. Equal opportunities for men and women in public relations 

Characteristics at the Organizational Level: 
9. Worldview for public relations in the organization that reflects the two-way 

symmetrical model of communication 
10. Public relations director has power in or with the dominant coalition 
11. Participative rather than authoritarian organizational culture 
12. Symmetrical system of internal communication 
13. Organic rather than mechanistic organizational structure 
14. Turbulent, complex environment with pressure from activist groups 

Effects of Excellent Public Relations: 
1. Programs meet communication objectives 
2. Reduces costs of regulation, pressure, and litigation 
3. Job satisfaction is high among employees 

Note: From "An overview of the book," by J. Grunig, 1992, in J. Grunig (Ed.), 

Excellence in public relations and communication management (p. 28). Hillsdale, NJ: 

Lawrence Erlbaum, 1992. 
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Department-Level Characteristics 

The departmental level consisted of seven characteristics. Perhaps foremost is 

that the senior public relations staff member must report directly to the senior manager in 

the organization, such as the chief executive officer, executive director, or president. To 

help the organization be effective, the senior practitioner performs a "boundary 

spanning" role. Boundary spanners were described by White and Dozier (1992) as 

"individuals within the organization who frequently interact with the organization's 

environment and who gather, select, and relay information from the environment to 

decision makers in the dominant coalition" (p. 93). This role must be performed before 

and while decisions are being made, not after the fact as so often happens. In reporting 

directly to the senior executive, the public relations practitioner can keep her or him 

constantly abreast of changes and arising issues. Without this daily interaction, the 

organization is destined to become reactionary. 

Another characteristic at the departmental level is that public relations must be 

integrated into a single unit. In many organizations today, the function is distributed 

among many different departments as a means of technical support. When this happens, 

it is impossible for public relations to have a voice in senior management because each 

practitioner is reporting to some other line manager. It also is difficult for practitioners 

in the various departments to form a cohesive public relations strategy that helps the 

organization respond quickly to environmental changes. Often, they are required to 

perform separate and different -- even conflicting -- activities based on the whims of their 

respective unit managers (Dozier & L. Grunig, 1992). 
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A third departmental characteristic was closely related to the first and second: 

The senior public relations practitioner must serve in a managerial role. If the senior 

practitioner reports to the chief executive and the public relations department is 

integrated, it is likely that the senior practitioner over the department wiII perform a 

managerial role. Roles are defined as "abstractions of behavior patterns of individuals in 

organizations" (Dozier, 1992, p. 327), or, in simpler terms for public relations, they are 

the everyday activities of practitioners. Role research in public relations has spanned 

more than a dozen years and has included comparisons of many differing roles as well as 

the impacts and involvement of gender on roles. In a summary of this research, Dozier 

(1992) categorized two main roles: the managerial function and the technician role. 

The distinction between the managerial role and the technician is critical. 

Technicians are important conduits of communication, but they do not make the 

important decisions about what kind of communication is needed, to what audiences, and 

why. The technician performs tasks that often are defined by and serve the purposes of 

higher-level decision makers. Such tasks can include creating newsletters and videotape 

presentations or working with the media -- 0 low level mechanics of generating 

communication products,° said Dozier (p. 333). Most practitioners spend at least some 

of their time in these technical roles. However, public relations is effective only when 

the senior practitioner, at least, also performs a managerial role. 

In the managerial role, a senior practitioner can help make policy decisions and 

can be held accountable for those decisions. In this role, practitioners "facilitate 

communication between management and publics and guide management through .. . a 
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' rational problem-solving process"' (Dozier, 1992, p. 333). If the senior practitioner 

does not participate with senior management, it is probable that senior management will 

not perceive the public relations function as important. The organization will lose the 

essential functions of boundary spanning and problem-solving related to its 

environmental factors, because one in the managerial ranks would be trained to examine 

situations and to help make decisions from the perspective of strategic publics. 

To serve effectively in the managerial role, the senior practitioner must have the 

proper qualifications. This was another characteristic identified in the Excellence Study. 

Many practitioners in managerial roles still do not understand public relations enough to 

be effective (Lesly, 1991). The senior practitioner must understand the importance of 

the managerial function, know how to perform vital boundary spanning and problem 

solving activities, and have the professionalism to attract respect from senior 

management. This knowledge requires academic training in a quality public relations 

program and continual upgrading of relevant knowledge (Ehling, 1992). 

The senior practitioner also must understand that, in the long run, two-way 

symmetrical communication is the most effective organizational worldview. Unlike 

asymmetrical communication or the one-way models of press agentry or public 

information ( other models contrasted by J. Grunig & Hunt, 1984 ), the organization that 

fosters a symmetrical worldview does not attempt to dominate its environment (J. 

Grunig & L. Grunig, 1992). Rather, it works within the environment to seek mutual 

benefits with its publics. When an organization communicates in this way, it uses 

research to identify and understand its publics. It also respects its publics and builds 
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programs to interrelate with them. By so doing, it can gain the essential long-term 

understanding and support it requires to continue to operate. If communication shows 

that the organization needs to change, it will be willing to do so. 

Another departmental characteristic was that public relations must be separate 

from marketing, legal services, or other functions. Public relations and marketing have 

distinct purposes that contribute to the organization in different ways. Marketing 

transacts with consumers and potential consumers; public relations responds to any 

public that can affect or be affected by the organization. These publics include 

consumers but also employees, donors, stockholders, communities, regulators, media, 

members, students, suppliers, or activist groups. Another difference is that marketing is 

strictly a money-making venture, while public relations can help the organization make 

money (e.g., through donations) and save revenues by avoiding costly boycotts, lawsuits, 

regulations, or negative publicity (J. Grunig and L. Grunig, 1991). 

Unfortunately, in many business organizations public relations is subsumed by the 

marketing function, with the idea that its single purpose is to help generate more profits. 

When this happens, practitioners are reduced to the technical roles of marketing support, 

product publicity, promotion, and the like. As a result, the organization concentrates 

only on those publics who can help bring in revenues. It fails to identify additional 

publics and also loses the valuable strategic role of "managing its interdependence with 

its strategic publics" (Ehling, White, & J. Grunig, 1992, p. 357). 

Similarly, when public relations becomes a technical support to the legal function, 

it usually assumes the task of disseminating "no comment" notices or employing other 
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diversionary tactics during crises and other hazardous situations (Fitzpatrick & Rubin, 

1995). When this happens, the organization loses its open, communicative stance with 

important publics. Such a stance in times of crisis could ultimately destroy critical trust 

levels and lead to more, longer-term opposition. 

The final characteristic at the department level was that there must be equal 

opportunity for placement and advancement within the public relations function. 

Research has indicated that men typically are advanced more readily into managerial 

roles and paid higher salaries than women (Creedon, 1991). Ironically, however, 

feminine perspectives and values -- things like collaboration, negotiation, and 

compromise -- are considered more suitable to effective public relations than the 

aggressive and individualistic traits common to men (Wetherell, 1989). Thus, women 

should be provided equal opportunities for promotion within the department (Hon, L. 

Grunig, & Dozier, 1992). This is not only important to the organization's long-term 

success, but, as Dozier (1988) argued, "The fate of women in public relations -­

particularly their participation in management decision-making -- is inexorably linked to 

the survival and growth of public relations as a profession" (p. 6). 

In the United States, other minority groups suffer similarly to women from 

limited opportunities for advancement in public relations (Kem-Foxworth, 1989). The 

field has been slow to embrace diversity and to include the perspectives of minorities. 

However, organizations are facing domestic and international publics that are 

increasingly diverse. Only organizations whose ranks reflect that diversity will succeed 

in meeting the needs of those diverse publics (Banks, 1995). It is anticipated that as 
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public relations begins to foster diversity and include more minorities, all practitioners 

will become more sensitized to the cultural diversity of their publics. In tum, they will 

help their organizations gain more meaningful relationships with a broader range of 

publics (Sriramesh & White, 1992). 

There is evidence that equity is more important in international contexts than it is 

domestically. Adler ( 1993) illustrated that women represent more than half of the 

world's population, but less than 10 percent of the senior managers in developed nations. 

Yet, with an increasing need for talent in the globally competitive environment, 

organizations cannot "dare to limit their potential talent pool to half of the human race" 

(p. 4) . Interestingly, her research has discovered that transnational organizations are 

among the leaders in including women, because they have greater flexibility to overcome 

local prejudices and stereotypes. 

Prugl (1996) noted that management styles of women in multinational entities 

correspond closely to what public relations experts view as the symmetrical approach. 

They combine task-oriented and people-oriented management and "focus more heavily 

on processes" (p. 17). This is exhibited by "showing more concern for their subordinates 

by taking into account their ideas, building their self-esteem and showing appreciation 

for good work" (p. 18). L. Grunig (1991) unearthed similar findings in her study on 

women in the foreign service. She maintained that if organizations retain more women 

and promote more into the managerial ranks, "they may go on to influence the priorities 

of their organizations and those of the groups with which they interact" (p. 110). It is 

anticipated that more excellent public relations would result from these influences. 
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Organizational-Level Characteristics 

The organizational level of the Excellence Model contained six attributes of 

excellence. The first was that organizational leaders must have the same two-way 

symmetrical worldview as the public relations department. Organizations that do not 

foster symmetrical communication typically hire a public relations staff with limited 

experience to serve as technicians. Even if the practitioners have the symmetrical 

worldview, if it is not shared they will spend most of their time trying to educate senior 

managers. This will frustrate the practitioners, and the organization will not be prepared 

to respond to changes in its environment. Worse, an organization that shuns the 

symmetrical model eventually will be seen as self-serving and could attract pressure from 

publics that would limit its autonomy (J. Grunig & White, 1992). 

A second organizational trait was that public relations must have influence within 

the dominant coalition. The "dominant coalition" is the group "with the power to make 

and enforce decisions about the direction of the organization, its tasks, its objectives, and 

functions" (White & Dozier, 1992, p. 93). Thompson (1967) referred to the dominant 

coalition by a more common term, "inner circle." This group may or may not reflect the 

formal structure (informal connections often are more powerful than the formal 

linkages), and it may include outside stakeholders such as advisory board members, 

substantial donors, or influential regulators (Mintzberg, 1983). 

The dominant coalition strongly influences the practice of public relations. As L. 

Grunig (1992c) said, "organizations practice public relations as they do ... because the 

dominant coalition decides to do it that way. Public relations has a better chance of 
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being excellent ··· if the senior communication manager is a member of that coalition" (p. 

483 ). Repper (1992), a public relations consultant, put into practical terms the necessary 

relationship with the dominant coalition: 

Mutually determine what your communication goals are for your organization. 

Arrive at strategies. Agree on objectives and the expected results.... You will be 

thinking on the same terms. Your will have a common language. You wiII have 

taken your first steps to communication excellence (p. 114). 

The third and fourth organizational characteristics are related to corporate 

culture and internal communication. Corporate culture is seen as "the glue that holds 

excellent organizations together and keeps mediocre organizations mediocre" 

(Sriramesh, J. Grunig, & Buffington, 1992, p. 577). Effective cultures foster a 

participative style of management, in which employees have an active stake in the 

decision making process. When broad participation is encouraged, productivity 

increases and the organization is successful. Therefore, this participative style, as 

opposed to an authoritarian environment, is another characteristic of exce11ence. 

Participative cultures imply interaction and trust, so organizations with such 

cultures are more likely to establish two-way symmetrical communication. Two-way 

communication is just as important with employees as with external publics -- if not 

more. This is particularly true in the international context, where employees from 

different countries carry a highly diverse set of values and philosophies (Maddox, 1993). 

When these employees are treated as equals and have a stake in organizational outcomes, 

their job satisfaction and loyalty to the organization increases. As a result, the 
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organization gains multicultural input into its decisions and increases its chances for 

long-term success (J. Grunig, 1992d). 

Another organizational attribute addressed the environment. Research has shown 

that organizations facing a rapidly changing, turbulent environment develop more flexible 

structures and communication programs than do those with stable environments (L. 

Grunig, 1992b ). When management acknowledges potential threats from activist 

publics, it will be more likely to involve public relations in decision-making processes. 

With a public relations program, the organization can identify potential points of conflict 

and build relationships with pertinent publics before dissension arises. Therefore, activist 

groups may create threats for the organization, but they also provide opportunities for 

excellent public relations programs -- if the organization interacts with them in a 

symmetrical fashion (L. Grunig, 1992b ) . 

The final characteristic at the organizational level was an organic structure that 

can respond quickly to a dynamic environment. Such a structure decentralizes decision 

making and limits rules that restrict rapid responses at the points of contact with publics. 

Traditional organizations, by contrast, foster bureaucratic, assembly-line structures. 

Such mechanistic structures inhibit response to changes in the environment (L. Grunig, 

1992d). Usually, public relations programs within mechanistic organizations perform 

traditional, technical roles that emphasize one-way communication. They do not 

research their environment to identify changes, and cannot adapt to those changes. As a 

result, the organization will react defensively to outside pressures, instead of building 

relations with relevant groups and alleviating potential conflicts before they occur (L. 
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Gruru·g 1992b) In the international arena · . , · , an orgamc structure 1s much more adaptable 

to the constant changes that take place. 

An Excellent Public Relations Program in Action 

To summarize then, excellent public relations is founded on two-way symmetrical 

communication and strategic management within the dominant coalition. If the senior 

practitioner is actively involved in decisions by senior management and the dominant 

coalition, if that practitioner understands and practices the principles of excellence, and if 

both the organizational leaders and the public relations department foster and implement 

two-way symmetrical communication, then the organization will have the foundation for 

an excellent public relations program as described by the Excellence research team. 

With this combination of symmetrical and strategic worldviews, all other 

characteristics should fall into place. Senior management should want to integrate public 

relations and separate it from marketing or other line functions; it should foster a 

participative climate and two-way internal communication (assisted by the public 

relations staff); it should value the equal employment and advancement of men, women 

and all minority groups; it should establish an organic structure that identifies supporters 

and recognizes activist threats to the organization1s long-term success; and it should 

implement the boundary spanning and problem-solving processes that help identify and 

build long-term relationships with all of these groups. 

The Excellence team also detennined that entities that build the environment just 

described will achieve certain positive effects. It will: (a) meet all of its communication 

objectives; (b) reduce costs of regulation, pressure, and litigation, and perhaps bring in 
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revenues through increased sales, more donations, and other beneficial means; and ( c) 

help create job satisfaction among employees of the organization. In tum, these positive 

effects will contribute to the organizational goals of continued survival and growth. 

The generic variables were created as normative concepts, or as how the practice 

should occur under ideal circumstances. In international public relations, these 

propositions also can have a practical element (J. Grunig and L. Grunig, 1991). As 

senior practitioner Fred Repper ( 1992) explained to fellow practitioners, "You will feel 

at home with the normative theory because it involves activities you are probably familiar 

with -- strategic planning, segmentation, issue management, research, choosing goals and 

objectives, and evaluation of results" (p. 112). 

Traverse-Healy (1991) expounded variables in similar terms to those noted 

above, outlining functions that should be performed centrally in a multinational 

organization. He said the central function ( at the organization's headquarters) must 

establish and maintain: (a) policies about the organization's identity, culture, and ethics; 

(b) communication objectives and themes that support the corporate missions and 

business plans; (c) benchmarks for evaluating all public relations activities; (d) budgets, 

controls, and reporting procedures; (e) procedures for gaining assistance at the local 

level; (f) resources for establishing and maintaining global information flows; and (g) 

programs for training those executives responsible for local programs. 

Traverse-Healy's (1991) practices revolve around the strategic managerial roles 

mentioned in the Excellence study. All of his functions correlate with one or more of the 

Excellence propositions. The first and second are similar to the symmetrical worldview 
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for the organization. Others address the need for well-trained public relations 

practitioners who serve as managers. Still others are crucial components for integrating 

and managing public relations programs that will be effective around the world. 

Can the Excellence Model be Universally Applied? 

So, the question for this study is how do the attributes proposed in the 

Excellence Model relate to international public relations, if at all? At this moment, there 

are growing indications that the traits are universal. J. Grunig (1992a) argued that the 

Excellence attributes can be applied worldwide as generic variables for excellence. If his 

theory is correct, these characteristics, or at least a great portion of them, would 

contribute to an effective international program. 

The search for universals is not new to management theorists. Peters and 

Waterman (1982) claimed that their attributes of excellence would hold across cultures 

and in a variety of settings. Collins and Porras (1994) later produced a similar typology 

of what they called "visionary companies." Visionary companies, they found, incorporate 

"timeless" principles of management to be "more than successful ... more than enduring" 

(pp. 2-3). Visionary organizations combine a profit motive with another, more timeless 

ideology: genuine concern for the well-being of their constituents. In some ways, these 

views sound similar to those of symmetrical communication. The researchers, like the 

Excellence Study scholars, argued, "The basic dynamics of being a visionary company 

will hold up across cultures and nationalities, but we also suspect that the flavor of those 

dynamics will vary -- perhaps dramatically -- across cultures" (p. 255). 

Theories that are purported to be universal often are subject to criticism from 
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many ranks. Studies ofthis type ask whether theories applicable to one country can 

apply to other cultures. Adler (1983) referred to these claims and the resulting studies as 

"ethnocentric." Hill (1994), a European consultant, suggested that American theorists 

are "the most productive in coming up with panaceas" (p. 224), but such models can 

oversimplify "real world" situations. Hampden-Turner and Trompenaars (1993) agreed 

that it is "largely Americans who believe that any universal code of management is 

possible" (p. 24). The Japanese and other cultures, by contrast, "do not believe that 

anything ... can be covered by a coherent set of universally valid laws" (p. 24). 

Therefore, the act of producing universals is, in itself, a cultural activity. 

While skeptical of universal assertions, two scholars acknowledge that 

appropriately conducted studies can be valuable to international theory building. A 

problem with assumed universality, Adler (1983) said, is that these studies ignore 

cultural differences. If projects get beyond this barrier and use sophisticated methods for 

researching equivalency of meaning across cultures, they can create an "emergent 

universality" (p. 35). She called for more attempts to understand similarities across 

cultures or patterns of relationships when people from more than one culture interact 

within a work setting. She also saw the need for studies that ask, "In which areas can .. . 

organizational policies and strategies be similar across cultures, and in which areas must 

they be different" (p. 29). Hill (1994) argued that management theories can be 

universally applied if they emphasize people over tasks, "flexibility of outlook, intuition 

and the maximisation (British spelling) of human potential" (p. 234). 

It seems that the Excellence study is beginning to meet the criteria for universal 
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1. b"ility When presenting the study i·n II d d · · app ica · a con ense manager's version," Dozier et 

al. (1995) argued for its universality. They said, "Communication excellence ... applies 

to all organizations, large or small, that need to communicate effectively with publics on 

whom the organization's survival and growth depends" (p. vii). Then they added: 

It is the same for corporations, not-for-profit organizations, government 

agencies, and trade or professional associations. That is because communication 

excellence involves knowledge or expertise that transcends any particular public, 

organizational division or unit, industry, organizational type, or national setting 

(p. 4). 

Scholars from outside the Excellence group have suggested that the Excellence 

study or its founding principles could be a universal model for public relations. For 

example, Leeper (1996) contended that the symmetrical foundation of Excellence works 

universally by focusing on processes rather than outcomes. Because the process 

provides a forum for dialogue, its participants determine that which is mutually 

beneficial. He also stated that the symmetrical model is based on universal norms 

outlined by Immanuel Kant, Jurgen Habermas and other philosophers. 

Kruckeberg (1996) argued for ethical codes in public relations based on an 

"international normative consensus on human rights" (p. 89). Transnational 

organizations should "demand reciprocal respect, tolerance, and accommodation" (p. 88) 

-- all principles embodied in the symmetrical foundation of the Excellence Study. And 

Roth et al. (1996) claimed that the dialogic norms of relationships are prevalent outside 

the United States, thus assuming that symmetrical principles would be more acceptable 
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outside of the United States than within this country. 

European scholars also have implied that the Excellence Study may have 

universal application. Nessmann (1995) stated that the two-way symmetrical model is 

"enjoying lively debate in Europe" (p. 157). Its applicability has been investigated in 

Germany, Austria, Slovenia, the United Kingdom, and other European countries. The 

consensus so far seems to be similar to that in the United States -- that the symmetrical 

model and the Excellence study are valuable as normative theories but "utopian, illusory, 

and useless in practice" (p. 158). However, Nessmann also conceded that social changes 

may make the model more practical in the future. 

Adler (1983) said that one key to a successful universal investigation is that it 

holds up to testing in more than two cultures. As mentioned, the Excellence variables 

originally were tested on organizations in the United States, Canada, and the United 

Kingdom (Dozier et al., 1995). Subsequently, parts of the Excellence study have been 

examined qualitatively in India, Taiwan, and Greece (J. Grunig, L. Grunig, Sriramesh, 

Huang, & Lyra, 1995). More recently, the quantitative methods used in the Excellence 

study were replicated in an examination of 30 Slovenian organizations (L. Grunig, J. 

Grunig, & Vercic, 1997). In every instance, the generic nature of the variables held from 

country to country, with recognition for cultural adaptations for actual practices. 

Like the follow-up studies just noted, this study will qualitatively examine the 

variables of the Excellence Study across cultures. The difference between this study and 

the other subsequent studies, however, is that it has sought information from experts in a 

number of countries at the same time. In this regard, it should be a valuable addition to 
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examining the universal applications of the Excellence Study. 

Propositions from the Excellence Study 

Anticipating that the Excellence Study can serve as the generic foundation for an 

effective international program, I created from the Excellence variables propositions to 

be tested. If the propositions are well constructed and accurately reflect the Excellence 

variables, they should hold up internationally. The propositions were as follows: 

Proposition I 

Excellent international public relations is based on a philosophy of two-way 
symmetrical communication that pervades the organization worldwide. Top 
management at headquarters and senior managers in each market carry a 
philosophy of mutual trust, respect for others, and the need for establishing two­
way mutual benefits between the organization and aU publics -- internal and 
external -- on whom its success or failure depends. 

Proposition 2 

This two-way symmetrical philosophy will be reflected in the organizational 
culture and in internal communication styles worldwide. Management would 
respect all employees as important contributors to organizational success and 
would implement methods that foster participation and two-way symmetrical 
communication among all of its employees throughout the world. 

Proposition 3 

Excellent public relations is a strategic management function working as part of 
and directly with senior management and the dominant coalition, worldwide. In 
an international program, the senior practitioner at headquarters wiH perform the 
managerial roles of boundary spanning, counseling with the dominant coalition, 
and setting communication strategies that support organizational goals. Senior 
practitioners in each region and country must also perform strategic roles that 
identify local audiences, build relationships with them, and adapt quickly to 
changing local conditions. 
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Proposition 4 

Excellent international public relations is integrated, meaning that worldwide 
practitio~ers report to the public relations department at headquarters and w~rk 
under a smgle umbrella (as opposed to, for example, public relations in one 
country under marketing, in another country under human resources, etc.). 

Proposition 5 

An excellen~ p~blic relations program is not subordinated to marketing, legal, or 
other orgaruzat1onal departments. 

Proposition 6 

Senior practitioners all over the world will be qualified for their positions. They 
will be trained in public relations, not marketing or another field. They will 
understand the importance of having integrated public relations worldwide, as 
well as the importance of advising the senior managers and the dominant 
coalition. They will be qualified to perform the managerial roles of boundary 
spanning and counseling, and will value and foster the use of two-way 
symmetrical communication. However, there certainly would be variations in 
necessary qualifications directly related to the given culture. 

Proposition 7 

In an excellent multinational organization, hiring and promotional practices 
would foster diversity by offering equal opportunities to women and "minorities" 
(those who typically are not accepted in the cultural mainstream) in every 
country. Particularly, the organization's philosophy would be to recruit and 
promote individuals who are empathic to others and who have ingrained the two­
way symmetrical values of respect, cooperation, negotiation, and compromise. 

Proposition 8 

Because the organization faces a turbulent, dynamic environment internationally, 
the public relations program is structured to be flexible and adaptable to that 
environment, worldwide. 

With these eight generic propositions now in place, the remainder of this chapter 

will focus on specific variables that may affect local public relations performance in an 

excellent international program. 
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Possible Specific Variables 

If the variables discussed above are shown to be useful in an international 

context, the centralized part of the puzzle should be satisfied. What is left, then, is to 

determine the specific variables that must be added to the generic concepts for a 

comprehensive program of excellence. Epley (1992) stated, "no matter how small the 

globe shrinks, it is still made up of many tiny segments, each with its own unique culture, 

language, politics, and idiosyncracies. Global public relations is local public relations" 

(p. 111). This means an effective international structure must have clear policies from 

headquarters, communication of themes that support the overall mission, and guidelines 

for evaluation, controls and budgets. However, those global policies and themes must be 

augmented with local expression and specific interaction with local audiences. "The 

public is 'out there' ... and therefore ' out there' is where the action has to be," said 

Traverse-Healy (1991, p. 34). 

Local programs must help develop an environment in which communication can 

occur between local publics and the organization (Epley, 1992). Therefore, Epley 

stated, local practitioners should be responsible for: (a) qualifying themselves to practice 

effectively in their country; (b) creating and maintaining local strategies and programs; 

(c) developing the machinery for implementing these programs, including the 

appointment of necessary staff or retaining an outside agency; and ( d) establishing a 

training and evaluation system that corresponds with the central program. 

How can practitioners establish these local priorities, however, if they do not 

understand the factors in the environment that can affect their communication programs? 
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UN,VEllSITY OF 11/IAHYLAl'JO 

Anecdotal sources on international public relations currently indicate great confusion 

about what factors can affect local practices. Thus, identifying these factors and learning 

what impacts they create is vital to building a theory of effective international public 

relations. So, what are these specific variables? 

Perhaps the local factors can be identified from scholarly research from both 

within and outside the domain of communication. According to Pavlik ( 1987), public 

relations is a form of human behavior. Budd (1995) added that the practical aspects of 

the field are themselves highly interdisciplinary, in that effective implementation of public 

relations must incorporate disciplines like sociology, anthropology, political science, 

psychology, economics -- "whatever it takes to add proportion and relevance to our 

counsel" (p. 179). Therefore, perhaps greater comprehension of the field can be gained 

by studying it in that broader context. In fact, some researchers with this philosophy 

already have applied interdisciplinary theories to the study of public relations (Botan, 

1993~ I. Grunig, 1992b). 

Human behavior and interaction do not stop at borders, so it should ·be possible 

to incorporate interdisciplinary theories into international public relations, as well. Some 

of the disciplines that already have compiled extensive theories with international 

application are comparative management, cultural anthropology, speech ethnography, 

sociology, development communicatio~ and mass communication. With sources like 

these as a foundation, scholars can develop theories that will contribute to future 

understanding and practice ofintemational public relations. 

Currently, literature from the various disciplines suggests six major variables: (a) 
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Development also is correlated with literacy rates and the types of media 

resources that are available within a country. As Botan (1992) explained, highly 

developed nations usually have high literacy rates. They also have competitive media, 

and individuals are able to access those media. Therefore, media in those countries often 

are important conduits for communication. In developing nations like India however ' , 

where half of the population cannot read and numerous languages are spoken, it makes 

little sense to use the mass media for transmission of messages. Rather, more traditional, 

direct vehicles of communication would be the most appropriate (Sriramesh, 1992). 

Several scholars have indicated that national development has an effect on local 

public relations practice. After an examination of public relations in Slovenia, Vercic et 

al. (1996) referred to level of development as a possible specific variable in international 

programming. Botan (1992) asserted that development not only is important but may be 

the most important influence on local practice. The obvious followup question to these 

assertions is, if development is so important to public relations, why? How does 

development affect the practice from country to country? 

Van Leuven and Pratt (1992) suggested that public relations activities in 

developing nations differ markedly from those in the developed world. In developing 

nations, public relations acts as a tool for national development or for rallying citizens 

toward national unity. This is evidenced specifically in Saudi Arabia (Al-Enad, 1990) 

and in Latin America (Simoes, 1992). Sharpe (1992) found similar one-way public 

relations in other countries while travelling through the developing world. 

In many cases, the government ( or sometimes a dominant religion that is allied 
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with the government) controls all communication outlets in the country (Kruckeberg, 

1996). The government dictates the use of public relations to educate its citizens about 

pertinent issues and to publicize societal advances so the citizens can be satisfied with the 

progress of their country (Al-Enad, 1990). Criticisms from citizens, including 

practitioners, often are restricted. This makes it difficult or impossible for public 

relations to perform its essential boundary spanning role. Also, building relationships 

with potential critics of the client is not necessary, because few within the country dare 

criticize the organization in question -- the government or the dominant religion (Botan, 

1992). Brazil is one example of those countries where, stated Sharpe (1992), 

"government support and approval is needed for almost every aspect oflife" (p. 104). 

In developed nations, by contrast, public relations is fostered not by the 

government but by economic forces and market competition (Botan, 1992). In the 

United States alone, there were more than 150,000 practitioners in 1990. Of that 

number, almost 4 7 percent were on the payrolls of corporations. Another twelve percent 

worked either for public relations agencies ( serving mostly corporate clients) or for 

financial institutions that are directly related to maintaining or interpreting the economic 

machine. It also is estimated that less than 60 of the Fortune 500 companies do not have 

public relations departments (Baskin & Aronoff, 1992). 

A surface analysis, then, would indicate that Van Leuven and Pratt ( 1992) are 

correct: Development levels lead to differences in the practice of public relations. The 

majority of practitioners in the United States and other developed nations would be 

enhancing marketplace causes by building relationships between commercial entities and 
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their publics. Practitioners in developing nations, by contrast; would work mostly for the 

government, enacting one-way information and education programs. Few would be 

working for commercial entities because there are not that many commercial outlets 

large enough or powerful enough to require public relations services in these countries. 

However, it is possible that self-selection biases typical of qualitative research 

entered Van Leuven's and Pratt's (1992) arguments. Their research was centered on 

government communication in developing nations, to the exclusion of other types of 

public relations. They ignored the massive public relations vehicles of governments in 

developed nations and the growing commercial aspect of public relations even in the very 

countries they studied. A dissection of their work produces two comments: First, a 

similar study of government communications in a developed nation might show fewer 

differences than Van Leuven and Pratt claimed within the government communication; 

and second, if they were to examine commercial public relations in developing nations, 

they may find growing similarities to western-style public relations. 

It is easy to find government public relations in developed nations that is not so 

different from the developing world. The Japanese government has been known to send 

out communication to rally its citizens, or to educate its masses. And to accomplish 

those purposes it has used the nation's mass media, many of whom wish to keep their 

government connections intact. Even in the United States, government entities often 

conduct communication efforts intended to inform and educate the citizens. The only 

differences probably are in the frequency and intensity of the messages. The pluralistic 

nature of United States society lessens the impact of one-way government 
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communication, and the plethora of media sources and our open-forum environment 

allow for an array of critical voices that are not found in many developing nations. 

On the economic side, commercial organizations in developing nations are 

beginning to emulate some of the western styles of public relations. For example, 

Kruckeberg (1996) noted studies that found many similarities in public relations practice 

between the United Arab Emirates and developed countries. In another study conducted 

in Singapore, Wee, Tan, & Chew (1996) found that more and more commercial firms are 

emphasizing community relations and financial relations. Like their counterparts in the 

United States, these programs are driven mostly by asymmetrical marketing orientations. 

Sharpe (1992) learned that in Turkey, public relations not only helps the government 

promote the country to tourists from Europe and the United States, but more frequently 

practitioners are aiming to help their commercial organizations compete in the world 

markets. Gruban (1995) also noted how principles of western public relations that were 

used to help overthrow authoritarian governments in Central and Eastern Europe now 

are being used to ignite the economic enterprises in those countries. 

These arguments are not to imply that there is no difference in public relations 

between the developed and developing spheres. There are cultural, political, and 

economic differences that certainly affect the practice country to country. Those 

differences, though, can be found as easily within developed and developing countries as 

between them. More comparative research is needed to explore both similarities and 

differences in practice between the countries. The research should examine why the 

practices are the same or different and, from an international perspective, what exactly 
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that means to public relations programs in multinational organizations. 

Another interesting argument that has surfaced about development is that public 

relations could actually benefit from low levels of development (Sharpe, 1992). Because 

of the one-way, journalistic traditions from which western public relations evolved, it is 

difficult for practitioners to overcome these traditions and implement two-way 

symmetrical programs. But public relations in developing nations is not burdened by 

these traditions. As a result, the progress of public relations in some of these lands has 

been much more rapid than within the western world. As Sharpe explained, 

"advancements that have taken us nearly a century to achieve have been accomplished in 

a decade in many countries" (p. 103). 

One example of this phenomenon comes from Africa. Sharpe (1992) claimed 

that Nigerian public relations is more advanced than in the United States. Nigeria has a 

strong public relations association, an excellent code of ethics, and requirements for 

education and continuing education in order to practice. The practice is fostered by 

participative communication between the government and its citizens. Admittedly, 

however, not all developing nations have made such progress. In fact, evolution of the 

profession in developing nations reportedly has been very uneven (Botan, 1992). 

Level of development, then, is the first of the specific variables that is claimed to 

affect international public relations. In this study, I examine what effects development 

has on local practice and on the multinational organization as a whole. Do low levels of 

development restrict public relations activity or merely change it? Is the impact of 

development a positive or negative factor? If the practice is substantially different 
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between the developed and developing worlds, what does this mean to the multinational 

that sets up facilities in the developing countries? All of these questions need more 

comprehensive answers than we now have to better understand development as a 

specific variable. 

With this discussion in place, the potential impact of development may be stated 

as another proposition in the series. This is as follows: 

Proposition 9 

A nation's level of development will affect the practice of public relations; but a 
local component of an excellent international public relations program will adjust 
to the particular nation's level of development and develop effective programs of 
communication to respond to that environment. 

Political Environment 

For decades, communication scholars have examined the effects of political 

systems on the mass media. One study in the early 1970s led to "four theories of the 

press." It predicted correlations between government types and the roles of media. 

Authoritarian regimes and those of developing nations were seen as fostering closed 

media systems that "rallied the troops" into obeying government aims. Only in the more 

democratic countries were media systems free to serve as public forums and to criticize 

established institutions (Siebert, Peterson, & Schramm, 1972). 

Dynamic changes in political systems have forced scholars to reexamine media 

roles, the influence of global technologies, and public opinion within societies (Hiebert, 

1992b). Many claim that for economic or political reasons, authoritarian regimes 

reluctantly opened their societies to the outside world. As a result, for the first time, 
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audiences in these states were able to see and hear images of freedom and economic 

prosperity through expanding global media systems. They also gained a sense of global 

support for human rights in their countries. This encouraged these publics to revolt 

against the more suppressive regimes (Hiebert, 1992b; Sharpe, 1992). In many cases, 

techniques of western public relations were instrumental in the revolutions and the 

subsequent transitions away from authoritarianism (Hiebert, 1992b; Vercic et al., 1996). 

As changes have taken place in authoritarian societies, public relations has been 

introduced through agencies, associations, and other means. Even in countries that still 

have totalitarian governments, public relations is expanding to meet the growing 

economic and political needs of its organizations. An example is the People's Republic 

of China. Chen ( 1996) estimated that even though western practice was not introduced 

there until the early 1980s, about 100,000 people now call themselves public relations 

practitioners. She concluded tDat public relations probably is one of the fastest growing 

professions in China. Certainly, many practitioners promote the Chinese government, 

both internally and internationally. But Chen claimed that the greatest increase in the 

practice has been in private enterprises and in all other sectors of society. 

Perhaps some public relations practices always existed in authoritarian countries, 

but the recent openness of these societies allows scholars to examine them more than 

ever before. As governments release their hold on citizens, many are finding their way to 

the United States and Western Europe to study in graduate public relations sequences. 
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They have a great interest in building theories relative to their native lands. 5 Many 

studies are underway or will be soon as interaction between people and organizations of 

the world proliferates. 

Because of this new access, some scholars have been able to study political 

influences on public relations in various societies. Studies have been conducted by 

Sharpe (1992), Chen and Culbertson (1992), Hiebert (1992a), Sriramesh and White 

(1992), and others. More recently, the topic was addressed in Slovenia (formerly a part 

of Yugoslavia) by Vercic, a practitioner in Slovenia, and L. Grunig and J. Grunig, who 

developed a relationship with Vercic after visiting the country (Vercic et al., 1996). 

Vercic et al. (1996) claimed that public relations cannot be practiced in an 

authoritarian regime. Authoritarian governments foster propaganda, which often is 

compared with public relations. But the authors defined propaganda as one-way 

information the government uses to "make people aware of the system of constraints on 

their behavior" (p. 23). Propaganda works because governments have the ability to use 

violence against their own citizens who don't follow the rules. By contrast, public 

relations requires "lateral II relationships between a government and its publics. Publics in 

"lateral" societies would be just as capable of communicating for change in the 

government as the government is able to change its publics. 

This was evidenced in just the few years that I have been studying at the Brigham Young 
University and the University of Maryland. In that time, more than a dozen graduate 
students have come through each program, from countries such as China, Bulgaria, Iran, 
Taiwan, Germany, Greece, India, Japan, Venezuela, Mexico, and Spain (admittedly, 
most of these are not authoritarian states). Many of them have written theses or 
dissertations on public relations in their countries. 

102 

111 

,I 



The conclusions of Vercic et al. (1996) differed from those of Sharpe (1992). 

After visiting authoritarian countries, Sharpe concluded that western-style public 

relations can exist there. He used China and Turkey as examples of nations where public 

relations is practiced despite strong government prohibitions. He admitted, though, that 

public relations developed in these countries because of economic needs and the influx of 

democratic ideals through global technologies. It can be argued that minus these outside 

influences, authoritarian regimes still would stifle public relations as practiced elsewhere. 

Kruckeberg (1995-96) offered a comprehensive view of the relationship between 

political systems and public relations. He even outlined the need for symmetrical public 

relations. But, like Sharpe (1992), he viewed the situation from the standpoint of 

economic politics. He argued that in "noncapitalistic" regimes: 

nothing inherently restricts implementation of public relations practices .... 

Rather, it could be argued that the historic affinity between democracy and 

capitalism fosters the greater use of public relations practice.... Furthermore, one 

could submit the corollary proposition that symmetrical practice of public 

relations inevitably will encourage nondemocratic nations to become more 

democratic (p. 38). 

Perhaps it is true that public relations can exist in most or all societies but can 

flourish only in capitalistic, democratic states. If so, what is needed are more 

examinations of the differences that occur in public relations practice in democratic 

versus nondemocratic countries. It also is necessary to examine the role symmetrical 

public relations can play, if any, in authoritarian states. This study intends to achieve that 
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by investigating the differing political influences on public relations practices. 

These potential differences thus become another specific variable to examine for 

effective practice. Exactly what effect these environments have on the practice is still to 

be determined. This proposition can be stated as follows: 

Proposition Io 

The political system of a society will influence public relations; nevertheless, a 
local component of an excellent international public relations program will 
respond to and build relationships with whatever political entity it faces. 

Cultural Environment 

Culture is an ambiguous concept. As Ellingsworth (I 977) claimed, "the term 

culture ... is plagued with denotative ambiguity and diversity of meaning" (p. IO I). 

Adler (1991) added that "culture remains generally invisible" as a term for study. 

Sriramesh and White (1992) explained that not only is culture difficult for scholars to 

decipher and operationalize, but "the people of the culture themselves may not be able to 

verbalize some of their ideologies" (p. 606). Despite this ambiguity, scholars continue to 

examine culture and its influence on global interactions. Exactly what influence it has is 

still widely debated (Tayeb, 1988). 

As early as the 1950s, there were more than 160 definitions of culture (Negandhi, 

1983). Hofstede (1980) defined it as "the collective programming of the mind which 

distinguishes the members of one human group from another ... the interactive aggregate 

of common characteristics that influence a human group's response to its environment" 

(p. 25). Adler and Doktor (1986) suggested three elements that determine culture: (a) it 

is something shared by all or almost all members of some social group; (b) older 
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members of the group pass it on to younger members; and (c) it embraces morals, laws, 

or customs that shape the group's behaviors or views of the world. 

Adler and Doktor (1986) claimed that cultural differences, despite the inherent 

difficulties in studying them, are the most significant influence on multinational 

organizations. One reason is that these differences are new to organizations, at least in 

the United States. Most V. S. managers have learned management principles specific to 

domestic consumers and publics. They do not understand how to recognize and handle 

the suddenly diverse marketplaces and publics of the multinational realm. Hill (1992) 

argued that European managers have equivalent problems because they hold too closely 

to their own cultural influences. 

But the main reason that culture causes multinationals problems is its sheer 

complexity. As Maddox (1993) explained, the necessary organizational responses to 

factors like legal issues "are relatively clear" because regulations tend to be tangible and 

specific. Cultural factors, on the other hand, "are quite different. They are less tangible 
1/ 

and less measurable" (p. 10). For organizations to succeed in the multinational 

:':1 
:} ,, environment, they must find appropriate ways to understand and assimilate these 

intangible cultural factors into their thinking and decision making. 

The influence of culture on communication and public relations also is widely 

accepted (Ellingsworth, 1977; Nessmann, 1995; Vercic et al., 1996). Hall (1959) linked 

the two concepts into virtually the same thing when he said '1culture is communication 

and communication is culture" (p. 191). This is important to public relations, because 

communication and public relations also have been seen as synonymous. Srirarnesh and 

105 

... 



White ( 1992) proclaimed that "the linkages between culture and communication and 

culture and public relations are parallel because public relations is primarily a 

communication activity" (p. 609). If this is true, it seems that of all people in the 

multinational organization, public relations practitioners should be the best equipped to 

resolve cultural dilemmas that are faced by multinationals. 

Two different but related directions in cultural research indicate the impact 

culture can have on multinationals and on public relations activities throughout the 

world. The first area ofresearch covers examinations of cultural convergence and 

divergence. The second involves culture-free vs. culture-specific theories of cultural 

anthropology and comparative management scholars. This area also includes the 

growing amount of research and theory building related to cultural dimensions. 

As people of the world come together and begin to interact, scholars are debating 

whether this process is bringing cultures together (convergence) or pulling them apart 

(divergence). Dozens can be found in either camp, arguing their respective positions 

with great fervor. A closer look at convergence and divergence, though, indicates that 

probably both groups have valid points. The cultures of the world are coming together 

and pulling apart at the same time. These opposing forces portend that changes will 

certainly take place in the future, creating both opportunities and problems related to 

intercultural interactions. 

Convergence theories posit that as the world becomes more integrated, its 

societies are growing more similar. Among those who see cultures coming together, 

Robertson ( 1990) postulated that "the world is much more singular than it was as 
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recently as ... the 1950s11 (p. 25). Just after that time, McLuhan (1964) imagined a 

"global village" strung together by advancing technologies and economic interchanges. 

Some sociologists have argued that worldwide interrelationships now are so complete 

that scholastic emphasis should shift from local societies to internationalization and 

global issues (Tiryakian, 1986). 

Robertson (1990) presented a historical path to society's globalized state. It 

started in 15th century Europe with the advent of modern geography and the spread of 

the Gregorian calendar. Three successive phases fostered national identities, 

international competition, increasing trade and communication, and world wars. The 

current 11 uncertainty phase" began in the 1960s and has included the end of the Cold 

War, the spread of global institutions and materialism, and more tendencies for crisis. 

Appadurai (1990) asserted that five major factors are influencing the 

globalization process. He caned them: (a) ethnoscapes, or the movement of tourists, 

employees, and officials across national boundaries; (b) technoscapes, the transfer of 

goods and technologies across borders; (c) finanscapes, the increasing interactions of 

stock markets and currencies; (d) mediascapes, the globalization of the media (supported 

by Bagdikian, 1989, and Merrill, 1983); and (e) ideoscapes, the growing ideological 

movements of freedom and democracy that come when technologies and the media bring 

greater understanding of the world to more people. 

One natural outcome ofthis convergence is the creation of a "third culture" that 

transcends boundaries through global mass media, transnational education and 

professionalism, interculturaJ exchanges, and other international technologies and 
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interactions (Featherstone, 1990). Third culture people, or marginals who arise from 

these intercultural interactions, spend considerable time outside their own culture. They 

become as accustomed to living in other cultural environments as in their own. While 

moving in and out of these diverse environments, they become "agents of change" 

(Ellingsworth, 1977, p. 103.) 

Kanter (1995) referred to third culture citizens as cosmopolitans. "Comfortable 

in many places and able to understand and bridge the differences among them, 

cosmopolitans possess portable skills and a broad outlook," she said (p. 23). Kanter 

described these people as understanding global concepts and ideas, having the 

competence to operate with the highest standards at any time and in any place, and 

possessing powerful global connections. She argued that as the world becomes more 

interconnected, the growing separation of cosmopolitans and locals (those who stay 

home and ignore the trend toward globalization) will create class distinctions as great as 

those between white- and blue-collar workers of the industrial revolution. 

As this convergence occurs, however, there is an equal and opposite reaction: 

divergence. Divergence eschews the idea of an increasingly monolithic world, 

identifying instead the increasing diversity and richness of cultural discourses, codes and 

practices (Featherstone, 1990). Robertson (1990) explained that the world is becoming 

"united but by no means integrated" (p. 18). Indeed, nationalistic feelings are becoming 

more intense (Hennessy, 1985). Cultural groups desire to isolate themselves from what 

they perceive as western imperialism (Robertson, 1990). Naisbitt (1990) explained this 

reaction: "Even as our lifestyles grow more similar, there are unmistakable signs of a 
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powerful counter-trend: a backlash against unifonnity, a desire to assert the uniqueness 

of one's culture and language, a repudiation of foreign influence" (p. 117). 

Maddox ( 1993) illustrated the delicate balance of convergence and divergence, as 

well as the implications of these forces for multinational organizations. He cited the 

global spread of visible cultural icons like Coca Cola and McDonald's golden arches, 

blue jeans, rock-and-roll music, movies, and international fashions. But such icons are 

superficial elements of a society's culture, "while people hold on to the more entrenched 

cultural values of language, religion, art, literature, authority systems and interpersonal 

obligations." Therefore, to see these as proof that world cultures are converging can be 

misleading and dangerous. "There is enough truth in the idea of the homogenization of 

world cultures to be enticing, but relying on this as a universal condition will cause 

[organizations] to make many costly mistakes," Maddox explained (p. 11). 

To adequately respond to complex cultural issues, multinational organizations 

need people who can distinguish between convergence and divergence. As Roth, Hunt, 

Stavropoulos, and Babik (1996) explained, those people must eschew the idea that one 

merely need "learn about" the "quaint customs" of each culture -- "don't show the 

bottom of your shoes to people in Arab lands, remember to bow when meeting the 

Japanese, take a gift when you are entering someone's home" (p. 154). They should 

recognize when the icons of convergence are masking the more enduring cultural 

traditions. They also must understand subtle signs of resistance among cultural groups, 

and be capable of acting as cultural intrepeters, integrators, and bridge builders. If public 

relations practitioners are perfonning their natural role of boundary spanner, and if they 
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become well trained in cultural nuances, they may be able to perform this crucial role. 

In an organizational context, Child (1981) provided additional insight into 

convergence/divergence that could assist multinationals in their intercultural frameworks. 

He found evidence for convergence at the organizational level and divergence at the 

personal level. At the organizational level, structures and technologies lead to more 

global imperatives. At the personal level, the culturally derived, longer enduring values 

and interactions tend to foster divergence. 

Child's (1981) distinctions could be important factors for the generic and specific 

practices of international public relations. It means that practitioners can create universal 

structures and goals to achieve global communication needs. At the same time, they 

must be concerned about local issues that arise when the multinational brings in different 

cultural values. They must implement environmental scanning techniques that account 

for changing local opinions. This argues for specific programs that identify and 

communicate with crucial local publics. 

Similar to the convergence-divergence debate is the second research direction on 

whether organizational management is culture-free or culture-specific (Tayeb, 1988; 

Sriramesh & White, 1992). Culture-free theories claim that management practices can 

be transferred from one country to another without cultural adaptation. Culture-specific 

theories posit that culture demands that functions change across boundaries. Tayeb 

(1988) argued that the methodologies behind culture-free studies look only for 

similarities between cultures, and thus find only similarities. When differences are 

examined, they are easy to find. Culture-specific theories, she said, reflect cultural 
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realities better than culture-free theories. 

One outgrowth of culture-specific studies has been the creation of cultural 

dimensions. Dimensional studies are not without problems. For one thing, 

categorization tends to distort meaning (Adler, 1991). In actuality, the dimensions of 

culture, even if they can be identified, 11vary from time to time and place to place within 

any social group," according to Carbaugh (1990a). Another problem is that cultural 

dimensions often are equated with national boundaries. Yet, Adler and Doktor (1986) 

argued that culture is quite distinct from national boundaries. Ellingsworth (1977) 

agreed that 11nationality ... is not by itself a reliable indicator of the cultural behaviors of 

its citizens" (p. 105). Despite these problems, cultural dimensions have helped scholars 

come to terms with factors that are important to management across cultural boundaries. 

Kluckhohn and Strodbeck ( 1961) were among the :first scholars to produce 

cultural dimensions for subsequent study. They summarized the dimensions as follows : 

(a) how cultures perceive the individual (basically good vs. basically evil); (b) how they 

perceive the world (dominating nature vs. harmonizing with it); (c) activity (doing things 

and achievement vs. being); ( d) time (focus on the past and tradition, the present and its 

short-term rewards, or the future and commitments); and (e) space (whether personal 

space is public or private). 

Another foundation of cultural dimension studies was Hofstede's ( 1980) 

examination of managers from 39 nations. From this analysis, he developed four 

dimensions that can predict behaviors within given societies. The first dimension 

positioned societies as either individualistic or collectivist. Individualistic societies, like 

111 



the United States, value the individual and independence. Collectivist societies, like 

Japan and other Asian states, value the group and interdependence. 

Additional Hofstede (1980) dimensions were power distance, uncertainty 

avoidance, and masculinity/femininity. Power distance refers to hierarchical distribution 

and the extent to which power is diffused in a society. The United States has relatively 

low power distance, while many developing nations have great power distance. 

Uncertainty avoidance measures a society's tolerance for ambiguity. Americans tend to 

accept ambiguity, while those in Japan and other societies are highly uncomfortable with 

it. Masculinity/femininity measures the extent to which a society values traits like 

aggressiveness (on the masculinity side) or cooperation (on the femininity scale). 

Many scholars have used Hofstede's (1980) study to offer alternative dimensions. 

Tayeb (1988), for example, added interpersonal trust and commitment. Trust refers to 

the amount of cooperation or hostility between management and workers, or 

exploitation of workers by management. Commitment highlights the differences in 

organizational loyalty by managers and workers. 

Hampden-Turner and Trompenaars (1993) identified cultural dimensions like 

Hofstede's (1980), but their interpretations were quite different. For example, one 

dimension was universalism versus particularism, which paralleled Hofstede's dimension 

of individualism vs. collectivism. However, they saw American organizations as some of 

the most universal in the world -- the opposite ofHofstede's positioning of the United 

States on the dimensional scale. They reasoned that because Americans value individual 

freedoms, universal standards are needed to codify behaviors and protect the common 
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good from aberrances. 

Other dimensions Hampden-Turner and Trompenaars (1993) identified were 

analyzing versus integrating and inner-direction versus outer-direction. The "analyzing" 

English-language nations value bottom-line results over immeasurable human elements. 

They are inner-directed, focusing on internal needs and ignoring their environment. By 

contrast, organizations in integrating, outer-directed societies automatically view 

themselves in the larger context. As a result, the human elements of interaction, 

networking, and cooperation are prioritized over expenses and revenues. Because most I 

l''i ,, , 

of the world values these principles of integration, networking, and cooperaton, 

Hampden-Turner and Trompenaars warned that the United States, by culturally ignoring 

these traits, is in jeopardy of losing its leadership in the changing global environment. 

The Hampden-Turner and Trompenaars (1993) dimensions could be relevant to 

the specific variables in international public relations. For example, rigid societal 

standards often are responsible for pushing activist groups into attempts to change the 

predominant mindset, or status quo (Duffy, 1984; Schmid & de Graaf, 1982). Thus, 

public relations practitioners in codified societies like the United States and Europe may 

need to deal more frequently with activist groups than would practitioners in other 

nations. However, they also face greater organizational pressures (from the codifiers) to 

"justify" their practices through measurable research methods (Lesly, 1986). By 

contrast, two-way symmetrical public relations may be more readily accepted in 

integrated societies that already value the underlying principles of communication, 

cooperation, and compromise (L. Grunig, 1991). 
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Public relations scholars Sriramesh and White (1992) also examined the potential 

correlations between the various cultural dimensions and the practice of excellent public 

relations. They concluded that organizations usually are bound to the cultures of their 

home country, which means that whatever decisions they make will reflect their own 

cultural values. Excellent public relations programs would more likely be developed in 

cultures that display low power distance, authoritarianism, and individualism, but higher 

levels of interpersonal trust. Since the Sriramesh and White study, other researchers in 

the field have conducted similar investigations relating the cultural dimensions to public 

relations, and they agreed that public relations practices often are correlated to the 

cultural dimensions of the countries involved (Coombs, Holladay, Hasenauer, & 

Signitzer, 1994; Hazleton & Cuthbirth, 1993; MacManus, 1994). 

Additional studies provide understanding of other influences of culture on public 

relations. For example, Kedia and Bhagat (1988) looked at cultural constraints of 

technologies transferred across national boundaries. They claimed that transfers 

involving people-oriented concerns are much more difficult to accomplish across cultures 

than transfers of scientific processes or products. Cultural factors such as language, 

common ancestry, shared history, and physical proximity play an important role in the 

success of the transfer. If their theory is accurate it would be important to public 

relations, which deaJs specifically with individuals and groups of people. As the more 

difficult people-oriented transfer, international public relations should require more 

specific attention to the way it is assimilated into various countries. 

In summary, the cultural variable seems important for determining effective local 
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practices within an international public relations program. The convergence of 

globalization fosters the search for universals in management decision making, goals, 

production, and other aspects of the multinational. But the cultural reactions to this 

convergence mean that multinational organizations must be particularly sensitive to local 

opinions and behaviors. For example, these cultural values may affect the type of 

research an organization conducts in a given country, the issues of requisite variety in 

staffing headquarters and local units, the types of products that enter given markets, and 

other important considerations. 

This study examines exactly how the cultural variable affects local practices. It 

also looks at how the multinational should be structured to respond to these cultural 

sensitivities. What needs to be in place at headquarters, or on a global basis? What 

needs to be left entirely to the local office staff? Tentative answers can be stated in the 

following proposition: 

Proposition 11 

An excellent international public relations program will respond to varying 
indicators of cultural differences within and between each country. These 
indicators, and the way an organization deals with them, become important to the 
success or failure of the organization in each market. 

Language Differences 

Language complexities are closely related to the cultural variable The two are 

so interrelated, in fact, that it is difficult to distinguish whether culture shapes language 

or is an outgrowth of it. Geertz (1973) and Phillipsen (1987) both have stated that 

culture is a context, and language offers some of the symbols and meanings that specify 
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the cultural boundaries. Saville-Troike (1989) added that "the very concept of ... 

culture is dependent on the capacity of humans to use language for purposes of 

organizing social cooperation" (p. 32). 

Language may be a subset of culture, but it is included as a possible specific 

variable because it is such an obvious factor in the international arena. It also offers a 

tangible manifestation of culture. Many nations have multiple official languages, not to 

mention differing dialects and accents (Wilcox et al., 1995). And language translation 

problems are a renowned nightmare in international public relations practice (Howard, 

1995; Howard & Mathews, 1986). 

When examining communication in culture, the concern is not so much the forms 

of language -- such as the usage of words, grammatical constructions, or speaking 

patterns -- but the function of language and the meanings behind the forms and patterns. 

As Saville-Troike (1989) explained, "without understanding why a language is being 

used as it is, and the consequences of such use, it is impossible to understand its meaning 

in the context of social interaction" (pp. 15-16). Carbaugh (1990b) added that cultural 

groups use communication as norms (moral order), forms (of coordinating, 

conceptualizing and evaluating social life), and codes (common meanings that render 

group life mutually intelligible). Therefore, native and non-native speakers of the same 

language may have different customs, methods of interaction, norms of appropriateness, 

and linguistic patterns (Varonis & Gass, 1985). 

Just as the broader cultural patterns can vary from one country to another, the 

forms oflanguage also differ from place to place. Okabe (1983) contrasted language 
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usage between the typical American and the Japanese. Americans often employ a 

confrontational mode of organization, with polarized, dichotomous examples. The 

Japanese seek harmony through cautious and complementary communication. 

Americans use constructive, unified paragraphs that emphasize themes and details. They 

start with a topic sentence, provide details to support the topic, then end with a general 

statement. But the Japanese resort exclusively to a whole series of specific details or to 

general statements. Finally, the Japanese emphasize the "what" from the beginning, 

while Americans explain the "why" and the "how" on their way to "what." 

Increasing globalization combined with decades of American influence on world 

affairs has fostered a "global language" -- English has become "the primary medium of 

international contact," said Ellingsworth (1977, p. 104). Yukio (1992) added that the 

English-speaking people and countries dominate the world's media and control the 

channels and content of communication. What Hazleton and Kruckeberg ( 1996) 

observed in Europe could be accurate in most parts of the world: 

The advantage of a nation-state's use of the English language cannot be 

overstated. English is the most commonly used second language.... Even though 

many Europeans may not feel comfortable speaking English, the language is 

widely understood throughout Europe. Furthermore, English is the common 

language of international business in all European countries -- as well as 

worldwide (p. 369). 

This diffusion of the English language has led to direct interactions and 

communication that would not have been possible years ago. The third-culture people 
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mentioned earlier leave their countries to be educated elsewhere. They frequently cross 

cultural and national boundaries in their dealings and often interact using the English 

language (Hammer, Gudykunst, & Wiseman, 1978). Furthermore, English-language 

media such as CNN, CNBC, or Voice of America are relayed to many parts of the 

world, where people who do not travel can learn the language by watching or listening to 

the content of these media (Hiebert, 1992a). 

Even with a "world language, 11 however, misunderstandings can arise from 

different culturally-rooted perceptions. Reed (1989) stated that "the first cross-cultural 

barrier has to do with words. Nouns and verbs simply do not mean the same everywhere 

-- no matter how precise the translation" (p. 13). One example he offered is the word 

11magazine. 11 Americans understand this to be a periodical for a general or special interest 

audience. In France, it refers to a specific genre of television. In authoritarian nations, it 

usually is an organ for propaganda. 

Pinsdorf ( 1991) hypothesized that, in the right circumstances, loss of precision 

when using non-native languages can lead to tragic or even fatal consequences. 

Misinterpretation of a word between Colombian pilots and American flight controllers 

was the overriding factor behind the Avianca Airlines crash on Long Island that killed 72 

people in 1990. Speaking English, a second language for them, the pilots used the word 

11 priority" when they meant II emergency. 11 Tragically, the controllers did not treat the 

situation as the emergency it really was. Sloppy usage of language also was one factor in 

an Ethiopian relief project that failed in the 1980s (Chapel, 1988). 

Howard (1995), a long-time public relations practitioner, explained the 
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difficulties ofintercultural communication in practical terms: 

Each conversation in an international country takes place on two levels. You are 

thinking and speaking in English. But your colleagues probably have to do the 

translation in their heads before they can comprehend and respond .... People 

sometimes pretend to understand, not wanting to interrupt the flow of 

conversation for clarification. Or maybe they think they do understand -- but 

subtleties are lost" (p. 9, italics are the original author's). 

Because of these problems, Howard (1995) explained, communicators must 

constantly check to ensure that their expectations match those of the listener. 

Even when people from different cultures interact in the same root language, 

whether English or another tongue, linguistic variations can add to "misinterpretations of 

intent, misunderstandings generally, a lack of coordination in moment-to-moment 

interactions, discrimination among classes of people, negative stereotyping, and so on" 

(Carbaugh, 1990a, p. 157). Often in such interactions, interlocutors will request more 

clarifications, repetitions, and expansions. But, as Varonis and Gass (1985) argued, 

"even with earnest non-natives and cooperative native speakers, misunderstandings are 

inevitable" (p. 328). Carbaugh (1990a) referred to these problems as "asynchrony" in 

cross-cultural communication. 

The inevitable climate for misunderstandings in cross-cultural communication is 

one reason why public relations should be localized. Ideas can be transferred in any 

language, but people accept ideas in their own language (Corbett, 1991-92). 

Articulation of ideas and precision in communication is essential to effective public 
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relations (Lesly, 1991). As Pinsdorf(l991) argued, precision in language mandates 

native-to-native interaction. Maddox ( 1993) added that performing within all the subtle 

nuances of another language "would be difficult for a foreigner who spoke the language. 

It is practically impossible when the language is not spoken" (p. 7). 

These reasons are why language is an important specific variable. Whether 

speaking in the same root language, a second language, or through translators, 

communicating interculturally can be difficult at best, dangerous at worst. This study 

examines the importance of language and how it affects international public relations. It 

looks at considerations for structuring within the multinational to most effectively 

respond to the language variable. This factor is stated as another proposition below: 

Proposition 12 

Because language nuances vary from place to place, an excellent international 
public relations program will place people in each country who understand those 
nuances and can deal with them most effectively. 

The Potential for Activism 

Throughout this document, I have discussed the importance of building 

relationships with publics. However, I have not discussed who those important publics 

are. This section will show that publics are closely linked to activism, and that activist 

publics can have an impact on international public relations. 

The traditional view of publics is that organizations choose them based on certain 

logical demographics. Certainly, government entities seem important, as does the local 

community, media, and civic and business leaders. These are relatively constant and 

easily identified, so they can be placed on lists of publics who can then be pursued for 
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re1ationship bui1ding efforts. 

In the past several years, practitioners have been encouraged to see publics in a 

different light. J. Grunig and Hunt (1984) exp1ained that organizations often do not 

choose their publics, but the publics choose the organization. Although this fact is 

overlooked by most practitioners, it makes sense when looking at the basic definitions of 

public relations mentioned earlier. Many of those constructions state that organizations 

can affect or be affected by publics in their environment. 

Those publics who can be affected by an organization frequently are the 

recipients of behaviors that have a negative impact ( or what J. Grunig and Hunt, 1984, 

called "consequences"). These behaviors include dumping chemicals into local 

waterways or polluting the air, producing poor and even unsafe products, offering poor 

service, and such. After recognizing these actions and seeing that others also are 

affected, peop1e coalesce into publics and attempt to do something to change the 

situation. At this point, they affect the organization with their pressures. 

Esman (1972) long ago positioned these reactionary publics as important for 

organizations to recognize. He produced a theory of "linkages," or categories of publics 

with which an organization must relate. The four important groupings were: (a) 

enabling linkages of publics that provide the authorization and control the resources by 

which an organization exists (such as stockholders, regulators, or boards of directors; 

(b) functional 1inkages that control production and consumption ( employees, suppliers, 

or customers); (c) normative linkages, which include similar professional interest groups; 

and (d) diffused linkages, or those publics that cannot be clearly identified. Among this 
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latter group are media, voters, and interest groups such as minorities or 

environmentalists. It is from this latter category that many of the activist groups arise --

groups that organize to rectify perceived problems. 

Recognizing that many publics choose to pressure an organization rather than 

reacting to it, 1. Grunig (1979) developed what he called a "situational theory of publics" 

to show what kind of publics pursue an organization, and why. Three factors interact to 

determine whether a person or group of people will become publics: the degree to 

which they recognize that a problem exists (problem recognition), how many 

impediments they see for the action (constraint recognition), and the degree to which 

they feel connected to the situation, or their level of involvement. Those who recognize 

that the problem exists, feel free to do something about it, and feel highly connected to 

the situation are most likely to become active. 

L. Grunig (1992b) defined an activist public as "a group of two or more 

individuals who organize in order to influence another public or publics through action 

that may include education, compromise, persuasion, pressure tactics or force" (p. 504). 

Activist publics also are called pressure groups or special interest groups (Rose, 1991; 

Mintzberg, 1983). They can damage an organization through their attempts to pressure 

it through costly lawsuits, negative media coverage, government regulations, and a host 

of other harmful behaviors. 

If publics are groups that put pressure on organizations, the potential for activism 

in host countries becomes another specific variable. It is one that organizations do not 

control, but to which they must respond if they wish to have an effective international 
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public relations program. However, the potential for activism also creates opportunities 

for public relations practitioners who help the organization respond proactively to the 

activist groups (L. Grunig, 1992b ). 

Activism is a specific variable because it can differ from country to country, 

depending upon a variety of factors. Some of these, like a country's cultural systems or 

its potential for constraining public expression, have been mentioned. Activism also can 

cross into the generic realm, however, because it is increasingly becoming a transnational 

force that organizations must interact with across country borders .. 

Until recently, it was widely believed that an open, democratic society was 

necessary for activism. When communism existed throughout the world, it was assumed 

that it would be impossible for activist groups to organize under governments that 

suppressed the media and limited forums for public debate. As Rada (1985) said, 

"Without the power of the press, there is no event, no drama, no coalescing of public 

opinion, and thus, no hope for influence or change 11 (pp. 30-31). 

Today, however, there is evidence that activism can exist even within totalitarian 

regimes. Activism occurs more and more in these countries precisely because of 

growing dissatisfaction or anger with the behaviors of the controlling governments. 

Kruckeberg (1995-96) suggested that activism is helping to change governments from 

nondemocratic to democratic states. The potential for activism to influence these 

changes was dramatically portrayed in the recent breakup of the Soviet states, as one 

government after another was changed after th~ masses rose up in revolt (Hiebert, 

1992a). In Communist China, student protests at Tiananmen Square captured the 
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attention of the world for months in the late 1980s. Although the protests were 

eventually squelched by the military, the ideals espoused by the students are slowly 

leading to changes within that society (Chen & Culbertson, 1992). 

Global technologies have fostered the rise of activism. The television, telephone, 

radio, facsimiles, satellites, microwaves, and fiber optics have led to revolutionary 

changes in the way the world conducts its politics. Schmid and de Graaf (1982) 

suggested that "as the authority of the mass media has grown, political authority in 

democratic countries has ... declined. Increasingly politics is made in the media, rather 

than in parliaments" (p. 108). In bringing the world together, these technologies have 

offered hope and global support to publics who are struggling to overthrow oppressive 

conditions (Sharpe, 1992). Pressures brought against governments by the increasingly 

transnational women's rights movements is an example of an outside pressure that 

supports oppressed groups within countries (Progl, 1996). 

In addition to governments, other institutions are experiencing increased activist 

pressures. The mass of public attitudes, said Lesly (1992), are causing "all kinds of 

organizations and institutions their greatest troubles" (p. 327). Problems arise from a 

variety of sources with vastly different, often conflicting, expectations. They come from 

advocates of causes ranging from legitimate to bizzare: dissidents whose nature is to be 

sour towards about anything; activists who want something done or changed; zealots 

who are distinguished by their overwhelming singlemindedness; and fanatics who, as 

Lesly explained, "are zealots with their stabilizers removed" (p. 328). But, regardless of 

the source, the demands often come unexpectedly and tend to disrupt the traditional, 
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"efficient" workings of the organization. 

Activist pressures can be particularly disruptive for multinational organizations. 

Relationships between organizations and publics are more complex when cultural 

boundaries are crossed. They are characterized by greater diversity, conflict, and rapid 

rates of change (L. Grunig, 1992a). Publics in the global arena are better organized, 

more powerful, increasingly hostile and more difficult for organizations to understand 

than they were just a decade ago (Dowling, 1990). Maddox (1993) revealed the reason 

for this. Publics for years have seen manipulative behaviors from outside sources that 

negatively affect their societies. "While these influences have traditionally been borne in 

silence by the whole society, this is increasingly not the case. Public scrutiny has greatly 

expanded and is reaching all-encompassing proportions today," he explained (p. 28). 

Nigh and Cochran (1994) gave additional reasons why responding to activists 

and issues is more complex in the international environment than in the domestic context. 

First, multinational organizations face more actual or potential stakeholders than 

domestic organizations. Second, it is more difficult to identify international issues and 

publics than domestic ones. Third, multinational organizations may face transnational 

interest groups that can quickly move across boundaries but are of no concern to 

domestic organizations. Finally, issues resolution for the multinational organization must 

involve communication across cultures. 

For international public relations programs, the type and extent of activism 

probably will differ from country to country. As mentioned earlier, activism can be 

affected by a society's imposition of universal standards that some groups resent (Duffy, 
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1984). Another influence is the degree to which a government allows public debate 

(Schmid & de Graaf, 1982). Yet another is related to Hofstede's (1980) variable of 

power distance. Sriramesh (1992) reported that in India, for example, outside of 

occasional conflicts between organizations and their labor groups, there is little activism. 

This is largely because the societal elite who manage organizations dominate their 

publics, and citizens who are not of the elite are not acculturated to press for changes. 

Another reason is that India is a traditional country where change comes slowly. 

Regardless of how much pressure is placed on a multinational by activist groups 

in a country or around the world, the entity is harmed by the action. And often the 

organization causes the pressure through its own behaviors. L. Grunig (1992a) claimed 

that because of the reach and power of multinationals, they can dominate local politicians 

and have their interests supersede local interests. This often results in great hostility. 

She explained: 

Domination or exploitation in developing countries, pollution of the environment, 

industrial accidents or occupational disease all have the potential to mobilize 

social opposition to the offending organization--whether or not its negative 

impact is conspiratorial. And whether activist opposition results in revolutionary 

change or marginal reform, the organization forfeits some degree of autonomy 

(p. 134). 

Where activist groups previously relied on government processes to effect 

change, they now attack organizations directly (Duffy, 1984). Over the years, they have 

become more organized and more sophisticated in using communications and the media 
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(Rose, 1991 ). They realize that the media respond to their interests much more quickly 

and sympathetically than do the bureaucratic processes of governments (Schmid & 

deGraaf, 1982). Thus, it has become much more critical for organizations to identify and 
communicate with activist publics before damage occurs (Rose, 1991). 

Some scholars argued that organizations can avert crises from activists long 

before the crises occur. They explained that issues created by activist groups arise in 

stages. The issue has potential when an individual or group recognizes a problem. 

Interest is broadened during imminent status. At current status, it begins to receive 

media coverage. It reaches critical status -- or crisis mode, as some would say -- when 

the conflicting parties become polarized and some action must be taken (Crable & 

Vibbert, 1985). 6 The importance of stages research is that it shows organizations how to 

recognize and respond to activist publics before the issue reaches critical stage. 

Excellent public relations programs communicate with publics early and often in 

an attempt to prevent crisis stages from occuning (L. Grunig, 1992b ). According to J. 

Grunig and Repper (1992), strategic public relations "segments active publics ... and 

resolves issues created by the interaction of the organization and publics through 

symmetrical communication ... early in the development ofissues" (p. 150). This process 

of building relationships, or managing interdependence with key stakeholders, is the 

essence of public relations (J. Grunig & L. Grunig, 1991). 

As explained earlier in this discussion, however, activist groups are not 

For more comprehensive discussions on the stages of issues, see also Jones & Chase 
(1979), Buchholz (1989), and Nigh & Cochran (1994). 
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necessarily the same as other publics described in Esman's (1972) linkages concept. 

Rather than letting the organization choose them as a relevant public, they force the 

choice upon the entity by acting against it. Banks (1995) explained that the process of 

dealing with activist groups is therefore the inverse of the normal process of selecting 

and communicating with publics. In the normal process, he said, "an organization 

reaches out to create a genuine dialogue with diverse groups of people who might be 

affected by the organization." But in activist communication, "organizational decision 

makers establish receptivity to genuine dialogue with those self-designating groups 

whose actions are intended to change the organization" (p. 81). 

Some scholars have referred to this proactive stance as issues management. 

Crable and Vibbert (1985) discussed issues management in a Public Relations Review 

article, but never referred to it as public relations. Jones and Chase (1979) essentially 

reclassified public relations as issues management (Ebling & Hesse, 1983). J. Grunig and 

Repper (1992) also asserted that effective issues management is the same as strategic 

public relations. It appears, however, that issues management is one of the public 

relations functions being transferred into other areas of the organization, like corporate 

planning (Schwartz & Glynn, 1990; Heath, 1990) -- perhaps because practitioners have 

not shown that they are capable of directing this function. 

Because global issues are so complex, multinational organizations must carry 

multiple perspectives on how to identify and resolve them. As Nigh and Cochran (1994) 

wrote, "exactly which issues get identified depends on who is doing the identifying and 

where they are within the multinational firm" (p. 7). Similarly, how the issue is resolved 

128 



depends on which cultures are involved in the process. Issue resolution in a 

multinational setting also can depend on the degree of cooperation between headquarters 

staff and those in the various host countries. 

This discussion, then, should indicate that activism is more complex and 

influential in international public relations than in domestic public relations. Activism 

also can differ in extent and type from country to country, which can necessitate differing 

public relations responses. In one country, a public relations staff might spend a great 

deal of time monitoring the environment for sudden changes among activist publics. In 

another, practitioners may be able to devote their full attention to relationship building, 

without constant worry about imminent pressures. 

Because of these variances in international issues and activists, it should be 

possible to examine activism as a specific variable. Most important, of course, is the 

intervention of culture and politics on the identification of publics, on building 

relationships in local settings, and on the resolution of potential conflicts. In this study, I 

will try to examine exactly what influences activism has on the international practice of 

public relations. This may be stated as the following proposition: 

Proposition 13 

The potential for activism makes the international environment particularly 
turbulent, but the extent and type of activism may differ from society to society. 
Therefore, excellent international public relations will contain a component in 
each country that can scan the environment, identify potential activist groups, and 
build programs to deal with them. The means for accomplishing this, however, 
may vary from country to country and even within countries. 
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Role of the Mass Media 

It generaJJy is assumed that the mass media greatly influence public relations __ 

and vice versa (Motamedi, 1990; Hiebert, 1991). The notion is so pervasive that many 

people believe working with the media is the only activity important to public relations. 

Even some practitioners equate the broad, scientific practice of public relations with the 

narrower, technical functions of publicity or media relations. They believe that if you can 

influence the media to write good stories about your organization, or at least not write 

negative articles, your public relations has been successful (Lesly, 1991). This tendency 

to concentrate solely on media relations increases in the international realm, as today's 

communication technologies expand around the globe and create an explosion of 

infonnation that is readily accessible anywhere in the world (L. Grunig, 1992a). 

In reality, practitioners should be careful not to overemphasize the effects of the 

media on their activities. Considerable research indicates that media effects are not as 

great as generally assumed. Klapper (1960) asserted that the mass media have limited 

effects on the attitudes and behaviors of their audiences. This has been questioned since 

then, but there still is debate about whether media have the effects they generally are 

thought to have. Davison (1982) adhered to the "limited effects" theory, stating that 

"people will tend to overestimate the influence that mass communications have on the 

attitudes and behaviors of others." Other theorists have suggested that the media help to 

set agendas for public and private discussions, but don't tel1 people what to think 

<Mccombs & Shaw 1972· McCombs, 1977). 
' ' 

Despite questions about the extent of the media's power, few scholars disagree 
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that they have some influence on world affairs. In the first place, decisions are made 

because the media are believed to affect public attitudes. Pavlik (1987) explained that 

because of the overemphasis on media effects, the media "lead to action, not because of 

its effect on the ostensible audience, but because others believe it will influence its 

audience" (p. 107). Hennessy (1985) concurred that "decision makers often think [the 

media] are important. If enough people whose collective influence is great think that the 

New York Times editorials are important ... then these media presentations do become 

influential" (p. 249). 

In the global arena, advancements in communication technologies have changed 

the nature and reach of the mass media. Global technologies have carried the mass 

media, and the political and cultural ideologies they espouse, across the world at 

increasing speeds and lower costs. "Never before in history has so much been 

communicated so rapidly to so many people, 11 said Martin and Hiebert (1990, p. 5). 

Bagdikian (1989) claimed that with this unprecedented communication, "national 

boundaries grow increasingly meaningless" (p. 805). 

Because of the rapid progress of technology, individuals have great access to and 

control over infonnation. As media options increase for consumers, authorities lose their 

ability to control the new systems and the media forfeit their gatekeeper roles (Martin & 

Hiebert, 1990; Miller, 1990). Epley (1992) explained that "the proliferation of instant 

communications has made the planet's populace more knowledgeable and opinionated 

than ever before. Local news is world news, and world news can be seen in anyone's 

home every minute of the day ... as it happens" (p. 110). 
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This increased access to information generates at least two possibilities for 

affecting the practice of international public relations. The first, as mentioned in the 

previous section, is an increase in activism and the proliferation of issues that are more 

global in nature. The second revolves around the nature of media messages in a global 

context. Added to these potential effects is the mere fact that media are different from 

country to country. This makes the ro]e of the media, regardless of their influence, 

important to practitioners in the international environment. 

Hiebert (1992b) claimed that global media reach has helped integrate publics and 

issues worldwide. Special interest groups are getting more sophisticated about creating 

issues and achieving their goals through media systems. In fact, media manipulation has 

been identified as a major tactic of activist groups (Pires, 1989). They stage events such 

as protests, boycotts, marches, and sometimes even violent demonstrations (L. Grunig, 

1986; 1. Grunig & Repper, 1992). The media do not purposely favor activist groups but 

they advance these causes by covering their staged events (Pires, 1989). This coverage 

ensures a public audience for activist ideologies and, as a result, special interest groups 

now are influencing opinions of decision makers throughout the world (Hiebert, 1992b ). 

As for media messages, Kunczik ( 1996) stated that the influence of the mass 

media [and television in particular] is especially great when no other source of 

information is available. In a local context, people can check the "reality" of media 

coverage through primary sources like friends, teachers, or ministers. (This is consistent 

with the two-step flow theories of Katz and Lazarsfeld, 1955, where personal influence 

is shown as more important than media influence for attitude formation.) But the 
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situation changes with information about foreign issues. 

In the global environment, Kunczik (1996) posited, "most people depend on 

second-hand experiences or information for what they know or want to know" about 

events and issues in foreign countries (p. 27). In most cases, this second-hand 

information comes from the media. Distance makes it difficult to check on "media 

reality" from primary sources. A stark example of this was the daily coverage that 

bombarded Americans during the Persian Gulf conflict, which Hiebert ( 1991) called a 

"media event" (p. 109). Because few Americans other than soldiers visited the region at 

that time, most of the populace received information about the conflict exclusively from 

the media (Hiebert, 1991). Yet, media reporting often creates its own version of 

"reality," which can be quite different from actual events (Kunczik, 1996). This 

monopoly of media images in foreign reporting can create unrealistic pictures and images 

about other countries, or about individuals and organizations from those countries. 

The third media effect on international public relations practice is strictly 

logistical. The means for working with the media vary from country to country. For 

example, PRSA's code of ethics prohibits the compromising of communication channels 

through media "bribes." Yet, payouts for editorial coverage are common in many 

countries (R. White, 1986; Cutlip, 1987). Media relations in areas like Europe or the 

Pacific Rim also differ radically from one country to the next. In Japan, for instance, 

practitioners must work with a complex maze of press clubs that are not part of 

government but are not entirely independent either (R. White, 1986). Media in China are 

entities of the government but are exhibiting more independence in covering business 
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(Chen & Culbertson, 1992). Australian media relations is regional in nature, and rivalries 

between major cities make it difficult to conduct national campaigns (R. White, 1986). 

So why, then, do these effects from global media create concerns for 

international public relations? Mostly because the combination of activism and the 

distorted images in the media about foreign entities can be harmful to multinational 

organizations. Perhaps these distant images coming through the media have contributed 

to hostilities directed at multinationals in the host countries. And local activist groups, in 

particular, are growing increasingly negative toward multinationals anad more 

threatening in their behaviors. 

One of the most critical functions ofinternational public relations is to scan the 

environment for these groups that may pressure the organization and disrupt its 

autonomy (L. Grunig, 1992a). Practitioners must monitor media coverage for trends in 

opinions and activism against other multinationals or even toward similar industries in 

the countries in which their organizations operate. It is very difficult to do this entirely 

from some distant corporate headquarters. Therefore, it is important to use local 

practitioners who are close to the activist sources and may have a better cultural and 

political understanding of their concerns. 

In the end, effective public relations still comes down to sound local 

communication. For the most part, the mass media are not equipped to be two-way 

channels of information, either domestically or globally ( although this will change in the 

future as a greater variety of media technologies are created with more interactive 

features). Merrill (1983) argued that the mass media are not capable of being a panacea 
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for worJd problems. "Mass communication is obviously no substitute for direct 

involvement of persons" in problem resolution, he said (p. 7). Epley (1992) stated that 

for international public relations practitioners to be effective in their work, they must 

'Jump beyond infatuation with modem gadgetry and learn how to use these new 

sophisticated communication vehicles to narrow our scope and better define very specific 

messages to targeted audiences" (p. l 15). 

At the l 993 PRSA conference culturalist Peter Cummings said that Americans 
' 

tend to overemphasize the influence of technology, believing that those technologies 

fostering the "global village" can dissipate "hostilities rooted in cultural differences." 

This idea is so ingrained that Americans do not recognize the subtle but more important 

nuances of cross-cultural interaction. This, in turn, leads to the philosophy that 

communication has occurred when in reality it has not. There really is not a great 

difference between cultures, Cummings said, but "those differences make all the 

difference in the world" (cited by Bovet, 1994, p. III). 

This again argues for international practitioners who can build cultural bridges, as 

well as for experienced native practitioners who can establish local communication 

programs that understand and respond quickly to local publics. Usually, when a 

multinational organization has an office in the host country, local practitioners could help 

offset any "false realities" among local publics about that organization. 

As Traverse-Healy (1991) explained, direct response activities are gaining in 

importance -- perhaps for the very purpose of building understanding with local 

audiences. Haywood (1991) added that "communication is extremely local and very 
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personal. 11 Sometimes transcontinental messages may be acceptable, but those that really 

affect people must be presented personally, "in a language and style they can accept, and 

with an opportunity to debate, challenge, argue and (it is to be hoped), endorse" (p. 22). 

Thus, the role of the mass media and how practitioners work with them is a 
' ' 

specific variable because local understanding and action is paramount for success. It is 

important to understand how the media function in each society, then create effective 

programs to interact with their particular nuances. In this study, I examine the role of 

the mass media as a specific variable by investigating what effect local media have on the 

practices and what differences must be considered from country to country. This 

perceived effect can be stated in propositional form, as follows: 

Proposition 14 

The mass media differ from country to country, with differing degrees of 
government control and of specialization and localization. Also, because of 
distance between host countries and organizational headquarters, media coverage 
can influence the way people think about multinationals. An effective local 
component of an excellent international program will build relationships with 
local media and with publics who may have received unrealistic pictures about 

the multinational organization. 

Summary of Questions and Propositions for Study 

In the first two chapters, I have outlined some of the fundamental world views 

about the practice of public relations in an international context. I have dissected the 

assumptions around combining central and local activities in an international public 

relations program. Following that was a review of the generic and specific variables that 

may comprise an excellent international program. Included in that overview were 

propositions generated from these variables of excellence. 
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To summarize the discussion and set the stage for the remainder of the study, I 

will remind the reader of its purpose. The study is intended to develop a theory of 

excellence in international public relations. The theory would be nonnative, one that 

indicates how international public relations should be practiced, but would also have a 

pragmatic element in that effective organizations would already display evidence of these 

variables. To initiate such a theory, I have formulated 14 propositions for excellence. 

As mentioned, the study reaches into a new, complex, and relatively 

uninvestigated domain. Therefore, the 14 propositions put forth in this chapter will not 

be tested, as would be the case with well established hypotheses. Instead, they will be 

explored; I plan to gain information and feedback from a number of public relations 

scholars and practitioners in a variety of countries who are identified as experts in 

international practice. 

The generic and specific variables are once again summarized below. 

Generic Attributes of Excellence 

1. An organizational worldview that fosters two-way symmetrical 
communication. 

2. An organizational culture that fosters participation and two-way 
symmetrical internal communication, worldwide. 

3 · Public relations that is managed strategically throughout the world in 
conjunction with the dominant coalition. 

4. A public relations program that is integrated worldwide, with all 
practitioners reporting to a headquarters public relations unit. 

5. A public relations program that is separated from marketing, legal, and 
other organizational functions. 
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6. Senior practitioners in each location who are trained in public relations, 
understand the managerial role, and foster two-way symmetrical 
communication. 

7. A public relations worldview that fosters diversity and equal opportunities 
in hiring and promotions, and emphasizes the personal attributes of the 
two-way symmetrical worldview: respect, cooperation, negotiation, and 
compromise. 

8. A flexible public relations program that can adapt quickly to changes in 
the turbulent international environment. 

9. 

Specific Attributes of Excellence 

The influence of varying levels of development in given societies, and a 
public relations program that adjusts to those influences. 

10. Variations in the local political entities, and a public relations program 
that build relationships with whatever political entity it faces. 

11. Indicators of cultural differences between and within markets, and a 
public relations program that responds to these indicators. 

12. Variations in language nuances, and a public relations program that places 
practitioners to respond to and not be hanned by those nuances. 

13. Potential for activism in any market, and local strategies that scan the 
environment to identify and build relationships with relevant publics. 

14. Differences in local media, and a public relations program that builds 
relationships with those media and with publics who may have gotten an 
unrealistic picture of the multinational organization through those media. 

In addition to exploring these propositions, this study will seek answers to the 

following questions related to the generic and specific variables: 

1. Do the variables in the Excellence Model generally work as the generic 
variables for excellent international practice? If so, do some variables need to be 
changed or removed from the model to make it applicable to excellent generic 
practice? If not, is it possible to find an alternative generic model? 

138 

11 ., 



2. Do the specific variables identified above truly have an influence on local 
practice, to be added to the generic variables, and thus create a comprehensive 
model of excellent practice in international public relations? If so, in what way 
do they contribute to effective international practice? Have variables been 
omitted that should be included as important specific variables? 

3. If the variables in this study offer a suitable framework for international public 
relations, how would the multinational organization most effectively structure its 
public relations to suitably balance global and local strategies and activities? 

4. If the generic and specific variables are contributors to the effectiveness of the 
practice, is it possible to create a theory of international public relations? 

Now that this framework has been conceptualized, showing the variables and 

propositions to be studied, the next thing to do is to show the manner in which this study 

was conducted. The next chapter will outline the type of study that was performed, and 

exactly what procedures were utilized for the study. 
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CHAPTER ID 

RESEARCH METHOD 

When conducting formal research, it is necessary to find the method that will best 

fulfill the needs of the study. If a research project is descriptive or is in an established 

domain with hypotheses and concrete variables of study, quantitative methods such as 

random-sample surveys or experiments can be used. But if the project is investigating a 

complex or loosely defined topic, qualitative methodology such as case studies, in-depth 

interviews, ethnographic observation, or focus groups typically are used (Babbie, 1989). 

Marshall and Rossman (1989) said that qualitative methods are appropriate 

where "there is a need to explore interactions among ambiguous or unclear variables" (p. 

42). Pauly (1991) explained that qualitative methods offer a holistic perspective on 

human behaviors in the real world rather than the artificial laboratories of codified 
' 

studies. It also is appropriate to utilize qualitative methods like case studies even when 

trying to establish or prove causal relationships of the variables under study (Yin, 1989) 

This study crossed into two main research domains -- public relations and cross-

cultural management. These arenas are complex and dominated by dynamic and often 

ambiguous human interactions. Such interactions require holistic analyses and 

interpretations that maintain a richness of meaning and accurately portray the entire 

situation being examined. This richness and accuracy of meaning often is lost in 

quantitative methodologies that reduce complexities into small, analyzable units, then 

reconstructing them for interpretation (Pauly, 1991). 

I have used qualitative research in this study to examine the propositions and to 
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establish a realistic foundation for effective public relations research and practice in an 

international environment. The relevance and benefits of qualitative methods for both 

public relations and intercultural management are explained in the next sections. 

Qualitative Research in Public Relations 

Qualitative methods are suitable for studying public relations. A variety of 

qualitative approaches ( case studies, focus groups, in-depth interviews, field 

observations, etc.) have been used or suggested for examining the field. Lesly (1986) 

said that qualitative research is appropriate for investigating complex human processes 

that are always changing -- a scenario that certainly characterizes public relations. 

Mariampolski (1984) also asserted that qualitative studies, if appropriately conducted, 

are useful and timely methods for identifying publics. In the book, Using Research in 

Public Relations, Broom and Dozier ( 1990) did not advocate qualitative over 

quantitative research, but they did agree that there is a place for formalized qualitative 

research in the public relations field. 

Toth (1986) explained that critical, qualitative methods should be used to extend 

our understanding of public relations theories like the symmetrical model, roles, or the 

situational theory of publics. The variables of the Excellence Study have been tested 

qualitatively to find the "why's" behind descriptive data that were collected in the earlier 

quantitative study (J. Grunig, 1992c). Vercic, L. Grunig, and J. Grunig. (1996) also 

used the qualitative methods of in-depth interviews and participant observation to 

examine variables of effectiveness in Slovenia. 
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Qualitative Research in the International Realm 

If the complex nature of human interaction makes qualitative research 

appropriate for domestic public relations, these methods should be even more useful in 

the international arena, where intricacies of culture, politics, and economics are 

compounded. Hofstede ( 1983) and Adler and Doktor (1986) argued that human 

interactions are more complex and communication is increasingly difficult as cultural and 

national boundaries are crossed. As public relations extends throughout the world, 

holistic examinations of why things happen will become more important (Sharpe, 1992). 

There are more practical reasons why qualitative research methods may be the 

most appropriate for international public relations. First, these methods are suitable for 

cross-cultural research. When respondents speak foreign languages or English as a 

second language, qualitative methods are more suited than survey methodology or 

experimentation because they are more adaptable to language differences (Rieger & 

Wong-Rieger, 1988). Second, as Christians and Carey (1989) noted, the positivist view 

underlying quantitative methods is not as readily accepted in many countries as are the 

more popular qualitative approaches. 

Perhaps the most important reason for qualitative methodology is that it helps 

reduce the debilitating effects of research bias. Pauly (1991) and Agar (1980) both 

suggested that any research is fraught with inherent bias in the researcher. Rather than 

apologizing for those biases, qualitative methods address the problem by allowing the 

data to emerge from the subjects' own perspectives. This way, the researcher can 

become distanced from his or her own perceptions as much as possible and better ensure 
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the accuracy of the resulting data (Spradley, 1980; Agar, 1980). Agar (1986) added that 

whenever one conducts research, he or she should maintain "systematic doubt" about the 

results. Researchers should seek to "falsify" conclusions by challenging their own 

cultural notions and theoretical assumptions. 

Recognizing my own potential biases after forming the propositions for this 

study, I used a Delphi technique to complete the research. The Delphi is a qualitative 

research method that incorporates a broad range of responses from selected experts in a 

given domain. Because the responses in this case represented a diverse, multinational 

range of perspectives in public relations, the study should be relatively bias-free. As a 

result, it may offer a good basis for future research in the international public relations 

field. The Delphi method is explained further below. 

The Delphi Research Method 

The Delphi technique was developed in the 1950s. It was first attempted by the 

Rand Corporation, from where it gained a following not so much for its utility but 

because of the notoriety of some of the participants in that study -- people like Arthur 

Clarke and Isaac Asimov (Woudenberg, 1991). Since then, the technique has been used 

mostly for forecasting trends and events (Delbecq, Van de Ven, & Gustafson, 1975). 

The term Delphi refers to the town in ancient Greece, from which Apollo's predictions 

were transmitted to scholars and other interested futurists throughout the land. As a 

result, Delphi always has been associated with forecasting (Uhl, 1983). 

The Delphi is a structured group process that harnesses the opinions of a number 

of experts on a complex or ambiguous subject. This is important because, as V anSlyke 
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Turk (1986) stated, a Delphi is "where individual judgments must be tapped and 

combined to arrive at ... decisions which cannot be made by one person" (p. 17). She 

added that "increasingly, situations faced by today's organization ... demand this kind of 

pooled judgment, for this is an age of' maximum feasible participation' .... " (p. 17). 

In group studies, however, the very nature of socialization can create "process 

problems." Typical of these negative impacts is a halo effect that can develop when one 

or two respected individuals dominate the conversation, or a bandwagon effect, when 

some group members are intimidated into silence or mask their real opinions to be seen 

as agreeing with the majority (Tersine & Riggs, 1976). A Delphi can ameliorate these 

negative characteristics because the participants are purposely kept from gathering for 

the study. Therefore, their most candid individual opinions are allowed to flourish in 

relative anonymity (Rowe, Wright, & Bolger, 1991). 

The Delphi technique is appropriate in a problem-identification situation in which 

there is a "lack of agreement or incomplete state of knowledge concerning either the 

nature of the problem or the components which must be included in a successful 

solution" (Delbecq et al., 1975, p. 5). It seems to work best as a normative process, in 

which experts within an organization or a given domain seek to identify the practices and 

procedures that should exist to enhance maximum effectiveness (Rieger, 1986). Because 

of its effectiveness in this regard, Rieger (1986) discovered that more than 80 percent of 

all the dissertations using the Delphi technique in the early 1980's (more than 250 

dissertations) were seeking answers to normative questions. 

The Delphi also tends to stay tuned in to the most recent scientific advances. 
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Articles and books frequently lag behind actual research because of the time necessary 

for writing and printing. A Delphi study, by contrast, can provide a more updated 

exchange of information than a literature search by drawing upon the current knowledge 

of experts (Delbecq et al., 1975) and reproducing it in rapid fashion. 

Tersine and Riggs (1976) claimed that the Delphi method has been incorporated 

into a variety of situations and diverse fields. It has been used broadly to achieve its 

specific intent of forecasting in social or technological realms. The method also has been 

incorporated into decision making processes and has been used to analyze needs within 

education, business and industry, public administration, health and nursing, and several 

other research fields (Rieger, 1986). 

The Delphi method occasionally has been employed for investigating various 

aspects of public relations, as well. McElreath (1980) was the first researcher to use this 

method when he examined priority needs for public relations in the 1980s. Blamphin 

(1990) later utilized this method to explore the value of focus groups for public relations 

research and practice. Sheng (1995) also completed a Delphi study at the University 

of Maryland, analyzing the various issues of multicultural public relations in the United 

States (with some application internationally, as well). 

The Delphi Process 

There is no one prescription for conducting a Delphi, according to those who 

have written about or used the process (Delbecq et al., 1975; Linstone & Turoff, 1975; 

Tersine & Riggs, 1976). Sackman (1974) claimed that there is no universally acclaimed, 

working definition of the Delphi technique. It has many variations of application, some 
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of which resemble the "conventional Delphi 11 developed by the Rand Corporation only 

slightly (Goldschmidt, 1975). 

When reviewing Delphi studies, certain elements seem typical. The Delphi 

process usually takes place in two or more iterations, or 1'rounds, 
11 

of questionnaires, 

where the combined feedback from each round becomes the basis of information for the 

next round (Linstone & Turoff, 1975). The ultimate objective, said Sheng (1995), is "for 

panelists to work toward consensus by sharing and reconsidering reasoned opinions with 

regard to comments, objections and arguments offered by other panelists" (pp. 99-100). 

However, Delphi studies can be useful even if consensus cannot be achieved, as long as 

the 11holdouts11 (those who continue to disagree with the majority) are given an adequate 

vehicle for voicing their continued rationale (Rowe et al., 1991). Those outlying 

opinions should then be represented somehow in the final report (Pill, 1971 ). 

The Delphi usually involves a ten-step procedure, as outlined by Delbecq et al. 

(1975). These ten steps can be reduced into four main phases that include: (a) 

development of the initial Delphi question or questions; (b) detennination of sample size 

and selection and contacting ofrespondents; (c) development, distribution, and analysis 

of two or three increasingly precise questionnaires to the respondents (in the iterations 

just mentioned); and ( d) preparation of a final report. Riggs (1983) offered a similar, but 

simpler, outline of the process, which is shown in Figure 2. 

After the main research question is conceptualized and the Delphi is determined 

as the best method for investigating that question, the selection of Delphi panelists 

begins. Panel members should be experts selected according to five criteria: (a) they 
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YES 

~~~~~~~~ - - - - .... - -· 

START 

Problem definition 

Detennine expertise required 

Select experts 
(Sample size) 

Prepare questionnaire 

Distribute questionnaire 

Analyze questionnaire 
responses 

-----____,j Has consensus been reached? 
NO 

Provide requested information and tabulate responses 

Prepare the next questionnaire ~--------

Compile final responses and disseminate results (final report) 

Figure 2: Ten steps to producing a successful Delphi study. 

Note: From "The Delphi Technique. An experimental evaluation" (p. 90), by W.E . 

Riggs, Technological Forecasting and Social Change (1983). 
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must have a basic knowledge ofthe·problem area; (b) they must have a performance 

record in the particular area under study; (c) they must be objective and rational; (d) they 

must have time available to participate until completion of the study; and (e) they must 

give the time and effort to participate effectively (Tersine & Riggs, 1976). 

The desired experts usually are chosen through a snowball approach. A few 

widely acclaimed experts are selected and asked if they would be willing to participate. 

They are then asked to produce names of others whom they view as experts in the field. 

Often, four or five lists of experts are obtained this way. The best potential panelists are 

those whose names appear on more than one of the lists (Delbecq et al., 1975). Once 

the list is produced, the people on the list are contacted and asked to participate. 

After participants are selected, a first questionnaire is developed and sent to 

them. This is called the first round. The questionnaire contains either open-ended or 

closed-ended questions or propositions that seek detailed responses. Rieger (1986) 

claimed that the most effective Delphis are those whose first round instruments are open-

ended, to allow the experts the greatest opportunity to help frame the questions to be 

investigated. Once the responses are returned, they are transcribed and coded. In 

previous times, the responses often were separated into individual declarative statements, 

with each statement placed onto an index card. Then the statements were analyzed for 

patterns and exceptions (Delbecq, et al., 1975). Today, this can be done by computer. 

The second "round" of the Delphi begins by creating a second instrument to 

which the participants again respond. The instrument usually contains closed-end, 

declarative statements that reflect the first-round responses. With this process, the 
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participants can react to each others' opinions and ideas. In creating the instrument, the 

researcher should be careful not to infuse his or her own biases into the process. 

Participants are asked in the second round to re-examine their own positions and revise 

opinions as they feel necessary. According to Delbecq, et al. (1975), Likert scales can be 

attached to each of the statements in the second instrument so that respondents can 

indicate to what extent they agree or disagree with the statement shown. 

As mentioned earlier, the goal of the second round is to achieve consensus. The 

important consideration in this process is that group members are communicating with 

each other -- they are responding, as much as possible, to verbatim statements of their 

peers. When the responses are returned, the researcher again analyzes them to determine 

how much consensus has been achieved. At this point, if the data show no significant 

consensus, it is typical to send out a third round of questions based on second-round 

feedback. This process can continue until consensus has been reached ( according to 

Woudenberg, 1991, the number of rounds can vary from two to ten). If consensus is not 

possible, those who dissent are encouraged to provide their reasoning. Though 

consensus is the goal, it also can be valuable to learn that the field still has great 

fluctuation in opinions and attitudes (Rowe et al., 1991). 

Reasons for Choosing the Delphi 

Because my study is exploring international public relations, where little is known 

about how it should be effectively practiced, I wanted to ensure that the conclusions of 

the study reflected a broad range of expertise, not just my own viewpoints and theories. 

This use of pooled judgment was intended to satisfy the criteria outlined by Van Slyke 
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Turk (1986) for advancing the understanding of a relatively unexplored domain. It also 

was meant to overcome the problems of potential personal bias mentioned by Agar 

(1986), the difficulties of group socialization outlined by Tersine and Riggs (1976), as 

well as the sheer impossibility of pulling together a group from all over the world. 

In a thesis completed at the University of Maryland, Sheng (1995) gathered 

rationale for Delphi studies from a variety of sources (Delbecq et al., 1975; Eason, 1992; 

Helmer, 1966; and Linstone & Turotf, 1975, to name some). She then produced her 

reasoning for conducting a Delphi. Although my study was actually begun before 

Sheng's work, I had been exposed to many of the same sources, and my reasons for 

using a Delphi were virtually the same. Essentially, those reasons are based on four 

criteria summarized by Woudenberg (1991) for a reliable Delphi study. These criteria 

are as follows: 

1. Anonymity. An international study would of necessity include respondents 

who were scattered all over the world. A Delphi is ideal in this situation because it 

requires that the participants remain in their own locales rather than coming together in 

one common facility. Participants in this study were from 18 different countries, a 

dispersion which would have made it virtually impossible to come together--particularly 

if this student researcher had to pay for the gathering. 

Physical separation places fewer demands on both the participants and the 

researcher and actually can enhance the Delphi process. As mentioned above, it 

overcomes some of the weaknesses of a focus group, such as personality conflicts, egos, 

and the uncertainty of stating one's mind when perceiving that it holds the minority 
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viewpoint. As Tersine & Riggs (1975) noted, the Delphi allows for great :freedom of 

expression- opinions b .d d . . h . . p 1· , can e cons1 ere m pnvacy and on t eir own ments. ane 1sts also 

can feel free to change their minds without undue embarrassment or pressure. They 

should not be swayed by the opinions of other members who may be highly respected in 

a group process. Data gathered from a Delphi therefore are based on the quiet and 

deliberate · d · 
Ju gments of the combined individual respondents, rather than on any 

superficial compromise of the group. 

2· Ilse of experts. A Delphi strives for reliability by incorporating perceived 

expertise. In addition to the criteria for expertise mentioned above, the Rand 

Corporation had viewed an expert as a highly educated and experienced specialist in the 

area under study (PiU, 1971 ). This factor is important to the exploration ofideas about 

an emerging field (in contrast, for example, to a random sampling of anyone who 

happens to appear on a pertinent listing). 

In this case, I originally suggested a sample suzvey of PRSA or IABC members 

With job titles suggesting that they practice internationally. However, because 

International practice in public relations is so underdeveloped, my advisor, Dr. James 

Gninig, believed that such titles offered no guarantee that the person really understands 

intern · " lin · " (M ationaJ practice. In such a case, he said, we could be poo g ignorance. Y 

own experience since that time has verified Dr. Grunig's concerns -- there are not many 

People Who really have expertise in the international realm of public relations.) A Delphi 

study, by comparison, starts by purposefully identifying those who are already seen as 

having an a . . ppropnate level of expertise. 
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3. Iteration (or successive rounds). The Delphi's design considerations are well 

suited for flexibility in collecting and accommodating data (Sheng, 1995). Research 

instruments are created after each round based on the feedback from the respondents to 

the earlier rounds. This helps to avoid research bias by reflecting the diverse perspectives 

of the respondents rather than those of the researcher (Pauly, 1991). The original 

purpose of the Delphi's iteration, Woudenberg (1991) explained, was to have the least 

informed participants change their minds through the rounds. The goal now is to reach 

consensus, so that the collective wisdom of the panel becomes a reliable indicator of the 

conclusions reached in the study. Even if consensus is unattainable, focusing in on the 

issue through the subsequent rounds allows for a clarification of issues in the research 

area under study (Helmer, 1966). 

In a Delphi, data collection can be performed either through an open-end 

approach or through a structured research process of closed-end questions. This study 

combined both approaches; the first round instrument allowed for open-ended responses, 

while the second round incorporated a structured, closed-end instrument. In the typical 

Delphi, instruments for subsequent rounds almost always are closed-end, and often 

incorporate complicated mathematical evaluations of the data into the process. 

However, some critics have noted that too many rounds can cause the participants to 

lose interest. And, many studies of Delphi methodology have concluded that the 

participants do not necessarily converge more as subsequent rounds are conducted; in 

fact, in almost every study, the greatest increase in accuracy has been found between the 

first and second rounds (Woudenberg, 1991 ). This is one reason why I felt it was 
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appropriate in this study to stop after the second round. 

4. Feedback. The Delphi technique fosters interaction among the panelists by 

seeking feedback through each round. The central idea behind the provision of feedback 

is to share the available information with all the experts on the panel so that they can be 

made aware of the opinions of the other members. This interactive procedure, in tum, 

helps refine the research conclusions by accommodating the various perspectives of the 

panelists. Participants should not be pressured to conform, but those who see that their 

opinions are deviant from the majority can make either more compelling arguments in 

subsequent rounds or conform more closely to the majority (Woudenberg, 1991). 

In an international study like this that is seeking standards across so many 

physical boundaries, such a diversity of perspectives should prove beneficial. Feedback 

opportunities were offered to the group in the second round by showing the 

representative declarative statements from the first round and allowing additional 

comments on those statements. The importance of expert feedback, and of the need for 

sound data resulting from that feedback, has been verified by the great interest displayed 

by the respondents to the fact that a study of this type is being conducted. Others who 

practice or research in international public relations also have expressed great interest 

and a desire to receive the results when the study is completed. 

When combined, the four characteristics make the Delphi a suitable method for 

this particular research project. The Delphi is especially appropriate considering the 

tremendous geographical diversity of the respondents and the fact that the topic is in a 

new, complex, and unstructured field of interest. Like all research methods, however, the 
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Delphi is not without certain weaknesses. Some of these are discussed below. 

Limitations of the Delphi 

Over the years, the Delphi technique has attracted as many critics as it has 

supporters. The main ]imitations of the Delphi were pointed out by Sackman (1974). As 

Goldschmidt (1975) and Rowe et aJ. (1991) have argued, however, the criticisms are not 

so much about the Delphi method itself as about the improper application of the method 

by so many researchers. Nevertheless criticisms involve such potential weaknesses as 
' 

improper selection of the participants, mortality (panelists dropping out of the study), 

and inappropriate configuration of the first round instrument. Another limitation, related 

more to the intercuhuraJ aspect of this particular study than to the characteristics of the 

Delphi, is the potential for misunderstanding the instruments and responses due to 

language and cultural differences of the researcher and participants. 

The first weakness, poor pane] selection, surfaces when the "experts" selected for 

the study are not reaUy experts. As Kuhn's (l 970) research suggested, the "traditional 

wisdom" that has been accepted in a domain may be invalid. Thus, there is no guarantee 

that th · · Jd b bJ · · e op1ruons of experts wiJJ produce accurate results. This cou e pro emat1c m 

an expJoratorion of a field as ambiguous as international public relations. As pointed out 

in the first chapter, no one really knows yet what constitutes "excellent" international 

public relations; thus, it is difficult to determine whether any of its practitioners or 

scholars are truly experts in the field. However, it is acknowledged that if a person has 

significant education and experience in a given field, that person's opinions should be 

valuable in helping that field grow toward a state of maturity (Pill, 1971). 
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The respondents for th.is study all had many years of practical or academic 

experience. bl' . 
m pu 1c re1at10ns. They were selected by people who are widely accepted as 

experts who d 
un erstand effective practice in the field. Most of them have graduate 

degrees in p bl' 1 . 
u 1c re at1ons or communications. Therefore, the information gained from 

such· d' · 
m ividua1s should be useful to their public relations colleagues even considering the 

Potential r · · . . . . 
imitation that the pool of experts 1s subJect1ve1y determmed. 

The second limitation involves research mortality, or participants dropping out 

before complet1'on. 
Even when aU of the respondents begin with honorable intentions, 

Unforeseen h . . 
c anges m priorities illnesses or even deaths can occur over time. Such 

' ' 

losses can skew the results (Babbie, 1989). Therefore, it is important to try to keep all 

Participant . rfi · h · 
s cornnutted until the end. This problem could su ace m any researc proJect, 

but it ca b · · R · (1986) l · n e a Particular problem in a Delphi study because, as e1ger exp amed, 

the length f · fr al k 
o time required to complete a Delphi can be anywhere om sever wee s to 

two Years. The latter was the case in this study, mostly because of my circumstances in 

Working full-time while conducting the research. Fortunately, among those who began 

the study, only two people did not complete it. One of those quite literally disappeared 

&om ap bl' . 
u 1c relations partnership in New Zealand. 

Related to mortality is the potential detriment of insufficient motivation. 

Pani · · · · · 
c1patmg in a Delphi requires much more than simply fi11mg out a questmnnaire. 

Respondents are asked to carefully think through possibilities, consequences, and other 

facto · h ht · d th Th rs surrounding the questions and to write or record their t oug s m ep . ey 

are re · · If th t 1 quired to participate not just once, but two or three tunes. ey are no express y 
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interested in the study, or do not see its relative merits, they can lose their willingness to 

participate. Their motivation also can wane if the study has too many rounds, or drags 

on too long (Woudenberg, 1991). 

In this study, as mentioned earlier, there seemed to be great interest in the subject 

among the panelists. Most of them responded in great depth to the first instrument, and 

several spent considerable time adding comments to the second questionnaire, as well. 

The instruments contained additional clarifying questions and definitions to facilitate 

understanding and make it easier for the panelists to respond. Thus, motivation seemed 

to remain high among the participants. 

An inadequate first-round instrument also has been identified as problematic. 

Rowe et al. ( 1991) criticized the "vast majority of studies" that use structured first-round 

instruments instead of open-ended questionnaires. The structured questionnaire does not 

necessarily guarantee a poor Delphi study, but Rowe et al. contended that it does limit 

the involvement of the panelists in constructing the parameters for study, thus negating 

the very purpose for including experts in the Delphi. "While this simplification is 

reasonable in principle, 11 they explained, "the actual questions used [in a closed-ended 

instrument] are often highly suspect" (p. 241). 

This study combined structure and open-endedness in the first-round instrument. 

As shown in chapter two, I had predetermined several propositions under which it was 

thought that international public relations would be effective. These structured 

propositions were presented to the panelists in the first round. However, the package 

sent to the panelists also encouraged a significant amount of open thinking. For 
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example, the introductory Jetter encouraged the panelists to candidly critique the 

propositions. Attached to each proposition, as well, was a series of questions that 

stimulated th · · · · d ffi th · ·d e part1c1pants to critically assess the propos1tJon an to o er eir 1 eas, 

suggestions, and rebuttals. Produced in this manner, the instrument should have 

overcome this limitation characterized by Rowe et al. (1991). 

The factor that is connected to intercultural diversity is the potential for 

misunderstand· · · T'L: · • 11 lllgs caused by differences in language and cogmt10n. ms 1s espec1a y 

true in a project involving international respondents (Linstone & Turoif, 1975). Terms 

that might be understood in one cultural context can take on different meanings or 

nuances in a th d. A d ct d · 
no er culture. Also, because intercultural stu 1es OlLen are con u e m a 

more universal language like English (as this one was), the researcher has to rely on the 

extent to Which all participants from the various countries understand that language --

and comp~eh · · 'h .c. t t 
ens1on invariably ranges from excellent to poor. T ereJ.ore, grea care mus 

be exercised t 
o preserve comprehension levels. 

For this study, I recognized this potential weakness oflanguage and tried to 

reduce its effect through different means. First, every participant selected except for one 

had fl· J · 
a air Y good understanding of English, in addition to his or her own native language 

and cultural interpretations. This was important, because respondents had to understand 

the instrument JJ · · F h h 
s we enough to proVIde comprehensible responses. or t ose w o were 

not comfortable writing their responses in English, I offered the option of speaking into a 

tape recorder, after which I would transcribe the tape. Only one panelist chose that 

option -- not because of any difficulties she had understanding English, but for the sake 
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of convenience in responding. 

In addition to addressing the potential limitations of the Delphi in general and an 

international study in particular, I reviewed other means for assessing the 

appropriateness of a Delphi study. It is well established that the criteria for evaluating 

qualitative research are different from those that set the standard for quantitative 

research (Lincoln & Guba, 1985). The criteria for evaluating qualitative methods are 

appropriate for a Delphi study, as well. They are outlined below. 

Criteria for Evaluating a Delphi Study 

As Pavlik ( 1987) explained, good research in an underdeveloped domain 

contributes to its current practice as well as to the establishment of a theoretical 

framework for future research. Qualitative research that explores a new field is 

essentially an ongoing dialogue; when one study is completed, others are encouraged to 

scrutinize, critique, and add to the discussion. This is how knowledge expands in a new 

and dynamic field . 

This exploratory research process is quite different from quantitative research of 

the more established and operationalized constructs. Similarly, criteria for determining 

the effectiveness of a qualitative study are different from the criteria for evaluating 

quantitative research. Evaluators of quantitative research determine whether or not a 

study meets the criteria of validity and reliability. A study is valid if it truly measures 

what it is supposed to measure. It is reliable if the measurement tools used are 

consistent or can be replicated (Broom & Dozier, 1990; Babbie, 1989). 

Babbie (1989) pointed out that a "certain tension often exists between the criteria 
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ofreliability and validity. Often we seem to face a trade-off between the two" (p. 125). 

The reason for this, he claimed, is that science often demands specificity in 

measurements; yet this specificity robs concepts oftheir "richness and meaning." 

Experiments, for example, are highly reliable, but their validity can be questioned 

because the results were obtained in a laboratory rather than in a "real world" setting. 

By contrast, a case study can be meaningful to public relations scholars and practitioners, 

but the subjective nature of the case method can reduce its reliability. 

The Delphi technique is probably more valid than reliable, but it attempts to 

address both concerns. Whereas a case study is sufficient with one or two "units of 

observation," the Delphi technique calls on the opinions of a large number of experts. 

Thus, it comes closer than a case study to reflecting the "real meaning" of validity 

described by Babbie (1989). This study, for example, solicits the expertise of scholars 

and practitioners from many nations who are experienced with at least some extent of 

international practice. The results of their combined expertise should be highly useful for 

future practice. If the study instruments were designed properly, the number of 

respondents should contribute to the reliability of the exploration. 

In the instance of an unexplored field like international public relations, the 

Delphi technique also should have more validity than if a questionnaire were distributed 

among a random sample of practitioners with some type of international title. As 

indicated earlier as well as in the Excellence Study (J. Grunig, 1992b), the mere act of 

being placed in a certain position is no guarantee that the practitioner has learned the 

activity in an appropriate or useful manner. 
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Although I considered validity and reliability for my study, Lincoln and Guba 

(1985) suggested that these criteria are not the most useful determinants of an effective 

qualitative study. They offered four alternative criteria for evaluating the effectiveness of 

a such a study. These are: credibility, transferability, dependability, and con:firmability. 

Each of these criteria are discussed briefly below. 

The construct of credibility means the extent to which the subject of the 

investigation is accurately identified and portrayed. This criterion is similar to the 

concept of "internal validity" in quantitative research (Sheng, 1995). It can be restated, 

according to Marshall and Rossman (1989), as "how truthful are the particular findings 

of the study?" (p. 144). If the researcher has depicted accurately and comprehensively 

the theoretical framework and realities of the larger processes, social groupings or 

patterns of interaction that were meant to be examined, then the study "cannot help but 

be valid" claimed Marshall and Rossman (1989, p. 45). Credibility also is established 

when the researcher is consistent in his or her interpretations of what the respondents 

really meant (Lincoln & Guba, 1989). 

Transferability suggests the extent to which the results can be extrapolated to 

other situations or groups (Marshall & Rossman, 1989). This may be similar to the 

concept of generalizability in quantitative studies. But, Marshall and Rossman explained 

that transferability is generally one of the weaknesses of qualitative research. They 

argued that the burden of overcoming this weakness -- of successfully transfering the 

study to another setting -- usually rests with those who conduct followup studies, not 

with the original researcher. They can overcome this limitation by maintaining the 
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original theoretical parameters of the data. They also can triangulate the sources of data 

by bringing to bear multiple sources on a single point. For example, they can use 

multiple case studies or multiple informants. 

Dependabilitt is similar to the reliability criterion of quantitative methods. In 

qualitative research, adaptability to the situations being studied are indicators of a 

"m . 
atunng -- and successful -- inquiry" (Lincoln & Guba, 1989, p. 242). Such 

adjustments ensure that the research reflects the perspectives of the respondents, rather 

than the researcher (Agar, 1986). However, while adapting to the research situation, 

any changes need to be documented so that reviewers can understand those adjustments 

during subsequent interpretations of the research (Sheng, 1995). 

Confinnability refers to whether others can con.firm that the results of the study 

do not just reflect the biases of the researcher (Sheng, 1995). This criterion can also be 

explained by asking the question: "How can we be reasonably sure that the findings 

would be replicated if the study were conducted with the same participants in the same 

context?" (Marshall & Rossman, 1989, p. 45). 

The Delphi technique, if conducted carefully and thoroughly, should satisfy 

Lincoln and Guba's (1985) four criteria for examining qualitative studies. In my study, 

for example, I tried to satisfy these criterion through a variety of means. These are 

explained as follows. 

I attempted to fulfill the first criterion of &redibility by conducting an exhaustive 

conceptualization. It incorporated a theoretical :framework that encompassed theories 

across several domains, inluding global society, comparative management, cultural 
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anthropology, media studies activism and public relations. The framework included a 
' ' 

world view of excellent public relations that has been widely accepted in the United 

States and is gaining support around the world (J. Grunig, 1992a). The credibility of the 

international framework for my study was enhanced with its inclusion in the first book on 

international public relations theory (Culbertson and Chen, 1996). 

The burden of transferability, as Marshall and Rossman (1989) stated, rests 

largely on researchers who would follow this examination with additional studies. I feel, 

however, that the theoretical framework from the Excellence study (J. Grunig, 1992b ), 

combined with the additional theories for international relevance created a sound 

framework for this study and future studies. It will be interesting to see how future 

researchers capitalize on this framework. 

This study generated responses from experts in many countries, which should 

make the framework more acceptable in an international context. Obviously, though, a 

much greater number of countries were not represented -- particularly countries in the 

developing world. Also, the practitioner respondents to the study were mostly 

executives of public relations agencies around the world. Only the future may show how 

public relations representatives in developing nations and in corporations or other large 

multinational interests would react to the framework and conclusions of this study. 

The criterion of dependability should have been satisfied because throughout this 

study, I kept copies of all instruments, letters, original responses, and transcripts. Also, 

after creating the first round instrument, I conducted a pilot sample. The respondents to 

that pilot made several comments indicating that certain elements of the study were 
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unclear or susceptible to differing interpretations. Based on these comments, I adjusted 

the instrument before sending it to the panelists. Likewise, the second round instrument 

was developed to include verbatim responses of all representative first round responses, 

positive and negative. Thus, the study satisfies the need for adaptability as well as the 

ability for others to understand the process I used. This same procedure of utilizing 

respondent verbatims, including both those who agreed with and disagreed with our 

original propositions, should help satisfy the confirmability of the results, as well. 

Procedures Used for this Study 

The preceding pages have indicated that the Delphi is a useful method for 

studying new and dynamic topics like international public relations. Now, I will outline 

the specific procedures followed in completing the study. First, I will describe how the 

participants for the panel were selected. Then I will discuss the design of the research 

instruments used during the two rounds and how the data were collected from these 

rounds. I also will describe how these instruments were analyzed and interpreted. The 

chapter will conclude with a discussion of ethical considerations for the study. Because 

the study was conducted while I was simultaneously working a full-time job, the process 

took more than two years to complete. 

Selection of Delphi Respondents 

As previously explained, the quality of participants is the necessary foundation 

for a successful Delpi study. The most effective Delphi panelists have the requisite 

expertise, feel personal involvement in the issue at stake, and are motivated to fit the 

Delphi process into their busy schedules (Delbecq et al., 1975; Tersine & Riggs, 1976). 
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When the panel includes these individuals and the study is carefully and thoughtfully 

completed, its chances ofbenefitting the investigated field significantly increase 

(Goldschmidt, 1975). This study attempted to incorporate this "pooled expertise" by 

seeking panelists who have the experience and interest needed to intelligently discuss 

international public relations. 

In Delphi research, the number of panelists is not as important as their expertise 

(Linstone & Turoff, 1975). In fact, the first Delphi solicited the opinions of just seven 

experts on the subject of atomic warfare (Pill, 1971). Delbecq et al. (1975) suggested 

that respondent groups in Delphi studies can range from ten to several hundred people. 

Tersine and Riggs (1976) agreed that Delphi groups have included as few as ten or as 

many as 400 people. If the group is formed simply to provide information, it typically 

loses its purpose of generating ideas when it exceeds thirty. For this study, I attempted 

to obtain between twenty and thirty respondents. 

The intent of this study was to capitalize on this combined interest and 

experience of both scholars and practitioners. According to Pavlik (1987), public 

relations scholarship should be of concern to both of these groups. The Excellence 

Study showed that the combined work of theorists and practitioners provides theories 

"by which we can compare, analyze, and evaluate our experience, our organizations, and 

our programs" (Repper, 1992, p. 112). In the growing field of international public 

relations, both practitioners and scholars are increasing their stake in the practice. This 

study tried to incorporate the best theoretical and practical experience available to obtain 

data that may lead to a valuable foundation for future practice. 
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I felt that an equivalent balance of academics and practitioners was crucial to the 

study. Academics understand the theories and principles that lead to enhanced 

perfonnance, but many of them have not practiced in the field enough to understand the 

day-to-day realities. Practitioners, on the other hand, are immersed in the daily 

experiences but often do not understand the theoretical principles that fonn the basis of 

effective practice. They are then reduced to the "trial by error" judgments that can be 

inefficient t b · R · · h a est and costly at worst in international circumstances. ecogruzmg t e 

strengths and weakness offered by either academic or practitioner data, I felt that a 

co b" . 
m inatton of these theoretical opinions and daily experiences would be the best way to 

develop useful th · eones for future practice. 

Because I desired this combination of academic and practical respondents to offer 

a full spectrum of opinions, I wanted to obtain a fairly balanced pool of both groups. By 

achieving this balance, the data obtained from each category of experts could be 

compared to unearth any possible differences between the two groups. This comparison, 

I believed, would again lead to greater reliability in the results. Therefore, I attempted to 

include ten to a dozen experts from both the academic and the practical arenas. 

Delbecq et al. (1975) said Delphi participants should be selected through 

nominations, or what Newman (1994) referred to as "snowball sampling." This sampling 

procedure was described above. The experts who are origina11y selected to help initiate 

the snowball process should be "likely to possess relevant infonnation or experience 

concerning the objectives toward which decision makers are aiming the Delphi" (Delbecq 

et al., 1975, p. 88). Because of their experience, the participants should have many 
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contacts whom they believe also would have expertise. Thus, they are asked to provide 

the names of another 10 to 20 potential respondents. The names are collected and 

contacts are made to complete the desired respondent pool. 

In using the snowball method for selecting respondents, I worked with members 

of my dissertation committee as well as my own contacts and acquaintances. By doing 

this, I believed I could obtain the names of individuals from around the globe. My 

contacts came from personal practical work, mostly in the Pacific Rim at that time. Drs. 

James and Larissa Gnmig had both travelled extensively in Europe, lecturing in public 

relations. I also obtained potential respondents in South Africa, China, and other 

locations from three other scholars __ Dr. Hugh Culbertson, Dr. Melvin Sharpe, and Dr. 

Dennis Wilcox -- who had travelled to these places on various public relations 

assignments. The identification of potential respondents was informal, but the 

qualifications that would ensure the greatest possible validity in a Delphi were strongly 

considered in the process. 

After all of the possible participants were identified, two lists of names were 

created. The first was an "A" list of 53 experts who had been nominated more than once 

or who otherwise seemed highly qualified to participate (prime candidates). Most of 

these people had practiced or taught public relations for many years and were considered 

as senior practitioners or academics in their own countries. Many also had experienced 

public relations on some type of international scale. The group represented 31 different 

countries. Although most of the countries represented were in the developed world, five 

of the six habitable continents (the exception, of course, being Antarctica) were included 
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among the potential respondents. 

A "B" list of 28 alternative panelists (secondary candidates) was created to be 

used if the "A" list failed to generate enough willing respondents. Most of the names on 

the "B" list were from the same countries as those on the "A" list. They were placed on 

the "B" list because I wished to preserve the balance of countries represented on the "A" 

list . I did not want to have more than two or three representatives on the panel from any 

one country. 

During the spring of 1994, members of the "A" list were informally contacted by 

telephone or in person to discuss the project and preliminarily assess their willingness to 

participate. The Grunigs assisted with the contacting by talking with some potential 

panelists during their travels or phone calls. In October 1994 I sent a letter to all of 

those on the list, explaining the project in more detail and asking them to respond as to 

whether they could participate. In the letter, the candidates were informed that they had 

been identified by peers as experts on international public relations or on public relations 

in their country. This was done in the hope that the peer recommendation would provide 

more incentive to participate. The letter also described the general purpose of the Delphi 

study and ascertained the extent of their interest in participating. With the informal 

discussions and the letter, I received good response from among the "A" list, so I 

decided to limit the study to those from that list who had expressed interest. 

Language capacity and other difficulties resulting from cultural differences are 

potential problems in any research that crosses cultural boundaries (Rieger & Wong­

Rieger, 1988; Adler & Doktor, 1986). Selecting a cross-cultural panel for a Delphi 

167 



study is no exception (Linstone & Turoff, 1975). Recognizing this, I worked 'With 

people who already had contacts internationally to create lists of potential participants. 

Panelists were asked to respond in English if they could. Because ofthis, capability in 

speaking or writing English was a factor in their ability to participate in the study. Some, 

of course, spoke or wrote English better than others. But most of the panelists were 

already known to have adequate command of the language. 

To try to overcome any language barriers, I attempted two alternative 

approaches. The first was to offer the participants one of two methods for responding to 

the questions: (a) they could write their responses as best they could, and either fax or 

mail the responses back to me; or (b) they could record their responses on a tape 

recorder and send the tape back to me. As it turned out, all but one of the participants 

sent back their responses in written form. The one exception taped her response but for 

reasons of her own personal convenience rather than language difficulty. 

The second approach was to add explanatory documents to the first instrument. 

This included a definition of some terms that may not have been readily understood, an 

outline of my assumptions about international public relations, and a summary of the 

variables in the Excellence study. Also, attached to each proposition in the instrument 

were additional questions that should have helped clarify the meaning behind the 

propositions. All of these actions should have helped the panelists understand more 

accurately the propositions to which they were asked to respond and thus assisted with 

any potential language problems. 
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Collection and Analysis of the Data 

After the panel was selected, I was ready to begin data collection through the 

Delphi iterations. The following sections discuss the process used to complete the 

iterations. Included in the explanation is the process for developing the instruments, 

communicating with the panelists, collecting the data, and analyzing the data. 

The Delphi study was conducted in two rounds, or by sending out two separate 

instruments and having the panelists respond each time. The process lasted about 18 

months, from the first mailing in October 1994 to collection of the final responses in 

April 1996. This is much longer than the normal Delphi study, but not necessarily an 

excessive time frame. According to Delbecq et al. (1975), a study of this type can last 

up to two years. Tersine and Riggs (1976) also explained that in long-range 

considerations (like a slowly growing international domain), "calendar time" is usually 

not relevant to an effective study. 

Two main factors slowed the process. The first was my own situation. After 

completing comprehensive examinations for the Ph.D. program, I accepted a full-time 

position actually practicing international public relations. Arguably, this helped my study 

because I was able to meet and communicate more closely with many of the panelists 

about its significance (but while doing so I did not talk about the propositions so as to 

not bias the panelists). It also helped me to better understand some of the factors that 

can make a difference in international work. This helped in selecting the relevant 

propositions and statements for framing the instruments (again, I had to keep my 

personal biases from contaminating this process). 
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The negative of full-time employment was that it reduced the time available for 

the Delphi research. It also took me away from the University of Maryland and the 

immediate access to my advisors and committee members. Everything was slowed down 

-- creating the proposal for the study and getting it approved, identifying the panelists, 

creating and sending out the instruments, follow-up procedures, and analysis. 

Particularly during the period of data collection, I averaged one week out of the United 

States for every two weeks at home while travelling among 20 different countries. 

The second factor behind the protraction of the project was the panelists. As 

experts who have devoted many years to public relations, they were all busy people. 

They typically would need up to three or four hours of solid time to thoughtfully respond 

to each of the instruments. Taking time from their normal routines (if there is such a 

thing in public relations) often was not convenient. Thus, it took more than four months 

to collect the responses for each round. 

Delbecq et al. (197 S) distinguished between two types of first-round instruments 

in a Delphi. The typical format has one broad question that allows the participants to 

lead the study into subcategories and variables. This is the open-end approach 

mentioned above. The alternate design can 11 approximate survey research, where 

variables are already developed and concern is only with refinement and movement 

toward consensus concerning the relative importance of individual variables11 (p. 90). 

This is the closed-end format. However, as mentioned, Rowe et al. (1991) warned that 

too much structuring of the first instrument sabotages the intent of the Delphi by limiting 

the valuable forum of ideas and opinions that the experts are meant to provide. 
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Even though international public relations is a relatively untested field, I believed 

that one open-end question would be too ambiguous to begin creating theories. It would 

be more valuable if this study were set up to test the applicability of already established 

theories, i.e., the Excellence Model, across a variety of cultures. However, I also 

realized that international public relations is subject to a broad range of intercultural and 

organizational worldviews and interpretations. Because the response group represented 

this variety of cultures and backgrounds, I wanted to allow them the greatest opportunity 

for feedback. Therefore, even though the initial instrument tested established theories 

through a series of propositions, I chose to keep the instrument as open-end as possible. 

While the initial contacts were being made, I created an instrument for the first 

round. The instrument incorporated the 14 propositions developed from the search of 

literature in public relations, comparative management, cultural anthropology, and other 

domains. The propositions were presented under two headings. The first section 

included the eight generic propositions that I believed could be universally applied 

throughout the world. The second grouping of six propositions were the variables 

specific to a given country. Also, to enhance the open-end nature of the instrument, 

h d t' to spark additional 
eac proposition had accompanying statements an ques ions 

thinking and response. 

Pilot Study to Assess the Instrument 
. r t of panelists, I conducted the pilot 

Before mailing the instrument to the entire is 

. . r the ro ositions and accompanying 
study mentioned earlier to determine whethe p p 

. 1 es other than mine. I sent it to one 
questions would be understood m cu tur 
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practitioner/academic in Slovenia and one practitioner in Mexico. The instrument also 

was reviewed by my advisor. The three individuals were asked to be critical of the 

format, wordings of the propositions themselves, adjacent questions, and other 

considerations of the study, particularly from a cross-cultural perspective. 

The three individuals assisted tremendously in clarifying and strengthening the 

instrument. From their comments, I was able to make modifications that proved 

beneficial. For example, a research protocol was added to the instrument to explain that 

the study was normative in nature and that the respondents should view the propositions 

in terms of how effective public relations should be practiced. The protocol also 

included four preliminary questions to make sure the participants understood that I 

wanted detailed and open-end responses. The questions were: (a) Do you agree with 

the proposition? (b) If so, why? If not, why not? (c) Does the proposition hold in your 

country in all circumstances, or are there instances where it would not apply? ( d) What 

adjustments, if any, must be made for the proposition to be acceptable in your country? 

The pilot responses also highlighted the usefulness of two more documents. 

The first contained one page indicating my own assumptions about international public 

relations. I believed that this would give them a starting point for their thinking about 

the field -- whether they agreed with the text or not. The second was a three-page 

summary of the principles of the Excellence Study. This was included at the suggestion 

of the pilot participants, to offer an overview of that study to those panelists who may 

not have been previously exposed to the Excellence Study. 
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First Round Collection and Analysis 

The full document sent to all of the panelists was eight pages long. It was 

entitled, "Research Protocol: How to Proceed with the First Round" (see Appendix B). 

Attached to that document was an introductory letter, explaining where and how the 

study had originated and how the respondent had been selected. It also outlined the 

need for the panelist's full commitment if he or she were able to participate in the study, 

and thanked him or her in advance for participating. 

In late October 1994 I sent the packet to the 53 people on the "A" list. Over the 

next four or five months, responses to the instrument were returned (a few came back as 

late as March 1995). Some were faxed to me at my office (I had offered them that 

alternative), while others were mailed to me. Some pursued both alternatives for 

responding, with concerns that either the fax or the mail would not go through. In 

conversations with some of the respondents, I found that this proved to be a wise choice. 

Some of the faxes, for instance, did not make it through. After two months, I again 

mailed instruments to those who had not originally responded. The Grunigs and I also 

were able to talk by phone or in person (we all were travelling overseas during this time) 

to some of the potential respondents, where we were able to remind them of the study. 

These efforts elicited half a dozen additional responses over the next few months. 

After five months from the mailing of the packet, in the spring of 1995, I 

gathered the responses that had been returned. In all, 23 people, or just over 43 percent 

of the total "A" pool, had responded to the mailing. This rate compares favorably to the 

38 percent response rate received by Sheng (1995) in her first round. After discussions 
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with Dr. James Grunig, we decided that this number was sufficient and that we need not 

send to the "B" list that had previously been prepared. 

When the first-round questionnaires were returned, I launched into three stages 

of analysis. First, there was a transcription of all the responses into one computer file to 

preserve the data (the original responses also were kept to further preserve the data). 

Each response was then carefully analyzed to gain a holistic assessment of the opinions 

and rationale of the respondents, to see if they agreed with the proposition, disagreed, or 

were uncertain, and why. 

I realized through this first-stage analysis that the interpretations of data were my 

own; therefore, they were subject to my own judgments and biases. For example, in 

determining whether a response of three to five or six paragraphs agreed or disagreed 

with the proposition, or was ambivalent, I was as painstaking and careful as possible. 

However, the process still required a subjective judgment as to whether the respondents 

had agreed or disagreed with the entire proposition or just part of it. Sometimes they 

seemed to agree with everything, sometimes with nothing, and sometimes they agreed 

with some parts and disagreed with others. Because of the subjective nature of the 

observation, I needed to reduce the impact of my personal judgments. 

I tried to limit this potential for bias in the second stage of analysis. All of the 

data were grouped into a second computer file so that the responses to each proposition 

were together under that proposition's heading. Then I examined them for additional 

overall patterns emerging from each proposition. I also closely analyzed the grouped 

responses for any significant "outliers" or "holdouts" -- those who seemed to strongly 
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disagree with a given proposition and who expressly stated their rationale for dissent. 

This process of compiling responses by proposition helped strengthen the analysis 

in two ways. First, analyzing the data in this way revealed more clearly the dispersion of 

responses on each proposition -- how many seemed to agree and how many disagreed. 

The anonymous nature of this second stage analysis also helped to eliminate any possible 

bias I would have about any of the respondents because the data could be examined 

without knowing which response came from what participant. For example, I could 

avoid the possibility of giving undue weight to a given response based on the fact it may 

be an acquaintance of mine. I also tried to avoid biased examination of the responses 

based on region, gender, or other characteristics. It was important at this point to look 

at the entire range of responses as free of bias as possible. The separation ofresponses 

by demographic characteristics would come in the analysis of the second round. 

The third stage of the first-round analysis included sifting through the responses 

in each proposition, sentence by sentence, and producing verbatim declarative statements 

from the comments. While doing so, I also searched for patterns between statements. 

Where several people had given similar assertions, I selected one representative remark 

and marked to the side of that statement the number of respondents who had replicated it 

(instead of repeating the similar statements again and again). In that way, I was able to 

reduce each proposition to three or four dozen statements that differed in some way ( and 

I was careful to retain the outliers as well as the mainstream opinions). This analysis 

generated a 40-page, single-spaced document of declarative statements for the 14 

propositions. From that process, I was able to begin developing a second round 
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instrument that represented the entire range of feedback on each proposition. 

Before creating the second round instrument in August 1995, I had the 

opportunity to present a paper at an international public relations research symposium in 

Slovenia. This presented two advantages: (a) it imposed a deadline for completing and 

analyzing the first round process ( something that with my work schedule and penchant 

for procrastination was sorely needed); and (b) it provided a forum for feedback from a 

group of academics and practitioners interested in international public relations. This 

second factor is important, according to Delbecq et al. (1975). They recommended that 

another group of decision makers be involved in the process beside the respondents "to 

appraise the utility of the information obtained" (p. 85). 

Through this international forum I was able to discuss my first-round data with a 
' 

group of more than 40 experts from throughout Europe (two of whom had been 

participants in my study). The symposium was unique in that it included both scholars 

and practitioners. Their feedback and observations gave me renewed coniidence that the 

study and its initial analyses were proceeding in an appropriate direction. This helped 

significantly in producing the second round questionnaire. 

Second Round Collection and Analysis 

With the 40 pages of declarative statements completed, it was time to develop 

the second round instrument. For each proposition, I selected 10 or 12 statements that 

best represented the broad range of opinions from the panelists. In so doing, I was 

careful to retain that full range of statements about the proposition. For example, 

included in the mix were the many statements that elicited the largest numbers of similar 
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responses. But I also kept those that were contrary to the majority patterns. With 

statements representing both the majority and outlier comments, respondents would have 

a second chance to agree or disagree with the full spectrum of opinions on each 

proposition. ln essence, they could respond to each other's opinions, an important 

chara t · · c enst1c of an effective Delphi study (Rowe et. al., 1991). 

When these statements were selected, l developed the second round instrument 

using an approach that Pill ( 1971) referred to as "the method of summated ratings" (p. 

61
). Delbecq et al. (1975) also outlined this alternative. Attached to the right of each 

statement were Likert scales with five points -- strongly agree, agree, neutral, disagree, 

and strongly disagree (the summated ratings). Respondents were asked to read the 

statement and mark the point on the scale that most represented their opinion about that 

statement. Also, below each statement and scale were three line· on which the panelists 

could giv dd" · · h · · · h d · d ea 1t1onal comments to exp lam t etr reasomng 1f t ey so estre . 

The first draft of the instrument contained 136 statements. Believing that it 

would take too much time and energy for the panelists to scrutinize that much material, 1 

reduced the number of statements to 78 . In the editing process, again I was careful to 

maintain the full range of opinions for each proposition. The items were mostly grouped 

according to the propositions, although there were exceptions to that grouping. Five or 

six statements represented each variable. The propositions themselves were not 

identified · . 'd biasing a panelist's responses based on 
tn the mstrument so as to avo1 

' 
previous · 1- . . ·ven proposition. me mations toward or against a gi 

It · . h t the first- and second-round approach and 
is perhaps important to note t a 
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objectives were h d"ffi . . . 
somew at 1 erent. The first round mstrument contamed a vanety of 

propositions to h. h ·fi · · d 
w 1c spec1 1c responses were requ!fed. However, the process remame 

open-end to allow for the broadest possible diversity of responses without losing control 

over the information sought. The second round, by contrast, provided a closed-end 

format where ranges of opinions and feelings were the objective. 

Another important difference was that in the second round, instead of responding 

to propositions from the researcher, the panelists were now "communicating" with each 

other. In other words, with few exceptions the statements were included in the exact 

wording of the first-round responses. (These were a few cases where the relevant first­

round response came from someone with limited English language skills, whose 

statement 
was awkward or confusing as written. In these cases, some phrases were 

slightly altered to make the second-round instrument understandable.) 

This Delphi pattern, which moves from open-end to closed-end instruments, is 

consistent · h I (1975) I I · fi A ' wit one format suggested by :)e)becq et a . . . t a so sat1s 1es gars 

(1986) . d 
suggestion that qualitative data be allowed to emerge from the respon ents 

themsel b · d · d A h · t hen ves to maintain the holism and richness of that emg stu te · t t e pom w 

the respondents receive a second instrument, a real "discussion" process emerges among 

the experts in the study. This is when they can really respond to what their colleagues 

have collective) c d b h bout the relevant questions and issues. Y 1e ack to the researc er a 

Ass · curately reflects the collective statements 
ummg that the second instrument ac 

of the Pan r . . ulate the authentic opinions the experts 
e 1sts, this process can begm to accum 

are Prod · This discussion of the qualitative data from 
ucmg and move toward consensus. 
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the first round is the very element that makes such data rich (Pauly, 1991). It starts to 

reflect the realities that are "out there" and, in this case, begins to crystallize the debate 

on what exactly is going on in this emerging field of international public relations. 

The second round instrument was sent to the 23 first-round participants in 

October 1995. With a requested deadline ofNovember 20, the majority of respondents 

sent back the instrument within a month. However, six participants had not returned the 

instrument by the deadline. Jn January 1996, after the "down time" of the holidays, 

another letter went out asking for completion of the yet unreturned responses. Another 

deadline was set for February 1. Even then, some of the responses dragged out through 

the late spring of 1996. I placed a telephone call to each of those who still had not 

responded. Finally, 21 of the 23 possible responses were returned. The loss of two 

respondents in the second round represents a mortality rate ofless than nine percent. 

The 91 percent second-round response rate is consistent with Bardecki's (l9
84

) claim 

that Delphi study dropout rates typically decrease from one round to the next. 

After 21 of the panelists returned their second instruments, it was time to start 

analyzing the data from that round. First, all of the responses were entered into a SPSS 

computer software package. Although the sample size was not appropriate for 

examining statistically significant differences, I felt that an analysis of the numbers would 

help to gain a more accurate picture of where the responses were falling on the spectrum 

of opinions for each proposition. If most of the responses clustered toward one extreme 

point or another (strongly agree or strongly disagree), it would offer some confidence 

that consensus was occurring on that particular variable. If the responses were highly 
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dispersed or were clustered toward the middle of the scale, this would imply that the 

statement had generated little or no consensus. 

With the data entered into the computer package, I could search for patterns 

within the responses. In addition to simple histograms that showed the dispersion and 

the means for each statement, I ran some ANOV As to explore for differences in opinions 

based on gender, location, and status (practitioner or scholar). Again, statistically 

significant differences would not be appropriate with such a small sample size, but I was 

seeking patterns of opinions within the demographic groups. Generally, I was examining 

differences or similarities possibly related to regions of the world in the opinions of the 

respondents; differences or similarities in the opinions between men and women 

respondents related to the propositions; and possible differences in viewpoints between 

the scholars and practitioners about global theories and practices. 

In the final analysis for the second round, I examined the comments supplied by 

the respondents in the lines below each statement. Most of the respondents did not offer 

second-round comments, even when encouraged to do so. Of those who did, many of 

the comments simply repeated or were similar to those they had given in the first round. 

However, where these opinions were significantly different or added considerably to the 

overall analysis, I noted them for subsequent discussion in the results chapter. 

A Word on Stopping at Two Rounds 

In any Delphi process, a third round of responses may be used (Delbecq, et al., 

1975). According to Sutherland (1975), the main goal of a Delphi is to reach consensus 

within the panel. However, consensus is not always a mandatory ingredient. Diversity 
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of opinions also can be valuable, particularly in a previously unexplored field, if they 

indicate the current state of the field and offer potential direction for the future. As 

Delbecq et al. (1975) and Tersine and Riggs (1976) indicated, at the end of the second 

round the researcher must make a decision as to whether a third round is critical to 

learning more about the subject under study. 

This study presented principles that were thought to be nonnative, or ideal, 

conditions for international public relations. Through the two rounds, experts were able 

to freely react to those principles, to examine them for the circumstances peculiar to their 

countries and respond as to the feasibility of each principle under those circumstances. 

With most of the propositions, as will be seen, a fair amount of consensus was achieved. 

Where consensus did not occur, it indicated that the proposal under examination either 

would not succeed in certain conditions or simply needs further examination. Therefore, 

for this study, I felt that two rounds were sufficient. 

Ethical and Practical Considerations 

Any research project must adhere to certain ethical principles to preserve the 

dignity and privacy of the participants. In addition, there are practical considerations 

that affect the integrity of the data collected. These concerns are discussed below. 

Anonymity and Confidentiali~ 

One main ethical concern for participants of a study is that their involvement 

remains confidential. This is particularly important in a Delphi study, because knowing 

who other panelists are could skew their responses. If, for example, one panelist knows 

that another well respected expert is participating, and recognizes that expert
1

s opinions, 
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it may make the first panelist more likely to agree with that well known expert. 

The panelists all were assured that their responses would remain confidential 

throughout and after the study. So far, I am the only person who has seen or reviewed 

the responses from the first round. If any subsequent researchers wanted to examine the 

data, however, the responses are available in several forms without names being 

attached. The same is true for the second round. Because the statements in this 

instrument were based on verbatim responses from the first round, it was possible that a 

panelist could recognize his or her own first-round response -- but no one else would 

know the original source of the statement. 

To some degree, anonymity is still protected because no names are mentioned 

with the opinions presented in this publication. Sometimes certain factors in a given 

country are mentioned. If only one respondent is listed from that country, then others 

may suspect who offered those opinions about that country. Such suspicions could 

prove misleading, however, because often the panelists' responses compared public 

relations as they understood it in an adjacent country to practices in their own country. 

Voluntary Participation and Personal Hann 

Babbie (1989) asserted that any human research is "an activity that the 

respondent has not requested and one that may require a significant portion of his or her 

time or energy [that] disrupts the subject's regular activities" (pp. 472-3). Thus, a major 

element of social research is that any participation should be voluntary. Participants 

should be instructed beforehand that any information or opinions they supply will be 

used for research purposes and publication. In addition, the researcher should always 
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protect individual responses, releasing information as aggregate data. 

A more sensitive aspect of research is that subjects can be harmed by the release 

of embarrassing data or even information that can endanger their lives, physically or 

psychologically (Babbie, 1989). Renzetti and Lee (1993) called particularly sensitive 

research a "substantial threat" (p. 5). A researcher must be sensitive to these issues and 

exercise precautions so that participation by the subjects is not damaging to them. 

I did not view international public relations as a particularly sensitive topic. 

Unlike research that requires reporting on personal behaviors or sensitive situations, this 

Delphi examined ambiguous variables. Panelists typically evaluated possible structures 

and programs and thus were responding from more impersonal positions. Rarely did 

they have to· share situations arising from their own lives or even their own careers. 

When they did report such incidents, examples were voluntary. Thus I was not 

concerned about physical or emotional harm to subjects. 

The more pertinent element for my study was that each subject was allowed to 

make his or her own choice about participating. To ensure this, I explained to potential 

panelists the purpose of the project, the amount of commitment needed on their part to 

complete the project, and that their participation was entirely their choice. Although I 

did not have them sign consent forms, I believed that their returning the questionnaires 

implied that they were consenting to participate. Most of the participants, in fact, went 

beyond the minimal requirements of the task in offering their responses. For the 30 

people on the "A" list who chose not to respond, I did not exert undue pressure beyond 

one followup letter encouraging them to participate. 
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Subject Mortality 

Subject mortality is a concern that needs to be negated as much as possible in any 

research p (B bb. rocess a 1e, 1989). Delbecq et al. (1975) indicated that respondents must 

continue w·th th D 1 hi 1 e e p process through each stage. To maintain their interest, the 

researcher should work quickly between each round of instrument mailings. 

Unfortunately, I found that the mandates of my full-time job turned timeliness 

into an unrealistic commodity. As noted earlier, one full year passed between the first 

and second round mailings. Gathering the data once the mailings went out took another 

four or five months each time. Respondents were notified in advance to expect some 

time between instruments, but the process took much longer than even I anticipated. 

Within this extended framework, I tried to reduce mortality as much as possible. 

When contacting respondents in person and through letters, I (and others in the process) 

explained the significant commitment that was needed. This included an explanation of 

th . 
e importance of remaining with the process through completion. Also, after the first 

round I · · ·· · A , sent letters to each panelist to thank him or her for part1c1patmg. s a result, 

between the first and second rounds only two people dropped out -- one apparently due 

to "mid-life" crisis strains. Therefore, mortality was not a great problem, despite the 

duration of the process. Perhaps this was because, as indicated by most of the panelists, 

the b. · d · · b su ~ect matter attracted great interest; the panehsts wante to part1c1pate ecause 

they were vitally interested in the results. Few studies ever have been done on 

international public relations, so any attempts to show what makes the practice effective 

seem to be well received. 
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Influence of the Researcher 

Another concern in any research project is the ability to collect the data without 

undue influence on the data collected (Sheng, 1995). If the researcher influences the 

data in any manner that may "lead" the respondents to similar opinions (a concept similar 

to "biasing" the questions in a survey), it will skew the results (Babbie, 1989). 

The conceptualization of this project led to propositions that were intended to be 

critiqued by experts. Without question, the propositions carried certain normative 

worldviews and theories. However, in presenting these propositions to the panelists, I 

also included a variety of questions specifically intended to "challenge" each proposition. 

Participants were asked to agree or disagree with the proposition and to justify their 

reasoning either way. This process is consistent with Agar's (1986) encouragement to 

exercise "systematic doubt" before reaching any conclusions. 

In this chapter, I have shown the procedures used for collecting data. I have 

described the Delphi method and why I chose it, how I selected and obtained the 

participation of the panelists, and the process for analyzing their responses. I also have 

examined additional ethical and practical considerations that could have affected the 

study, and how I dealt procedurally to minimize those concerns. 

These explanations should provide the context in which the data from the two 

rounds were analyzed. They also should help in better understanding the findings. 

These analyses and findings are discussed in the following chapters. 
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CHAPTER IV 

RESEARCH FINDINGS AND DISCUSSION 

This chapter offers the analyses and findings from the Delphi process discussed in 

chapter three. The chapter details the collective responses of 23 participants around the 

world (21 in the second round) to the fourteen propositions that had been determined 

would comprise an effective program in international public relations. I will discuss the 

findings from the data gathered in the two rounds of Delphi, then analyze the 

implications of the data related to the practice of international public relations. 

The chapter will proceed in three main sections. The first section will discuss the 

panelist demographics. The second will present the first- and second-round responses to 

each of the propositions in the study (rather than discussing first round results, then 

presenting the propositions all over again for a discussion of the second round). Under 

each proposition, I will review the qualitative responses to the first round instrument, 

including my interpretations of the data and their implications. Then, I will present the 

declarative statements and Likert scales to which the panelists responded in the second 

round, showing the limited numerical data from those responses and discussing the 

implications of those numbers. The chapter will conclude with the third section, a final 

analysis and summary of the results. 

Composition of the Delphi Panel 

The panel of respondents to this study was organized through a nomination 

procedure, as suggested by Delphi methodologists (Delbecq, Van de Ven, & Gustafson, 

1975). The result of the nominations was a purposive "universe" of 53 candidates. Even 
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though the sample was purposive (it sought identified "experts" in the field), I did not 

intentionally try to divide the sampling by gender, education, or even by whether they 

were practitioners or scholars. I wanted a relatively good sampling of both practitioners 

and scholars, but not necessarily an equal sampling. The only intentional grouping was a 

range of geographical representation from around the world. 

After all of the 53 candidates were contacted to request their participation, 23 of 

them eventually responded to the first round instrument. This represents a 43 .4 percent 

response rate. Two of the panelists from the first round did not complete the second 

round instrument. Therefore, the overall response rate for the second round fell to 39.6 

percent, although that figure also represented a continuation rate of 91.3 percent from 

the first to the second round. I did not ask the respondents to reveal any characteristics 

about themselves in either instrument. Nevertheless, I knew some of their demographics 

based on my own understanding of the participants. These characteristics of the 

panelists are explained in the following paragraphs and in Table 2. 

The original "A" list of 53 candidates contained practitioners and scholars from 

31 countries. With the panelists who responded, the representation of countries fell to 

18. These countries, and the number of respondents representing each country, were: 

The United States (3), Scotland (1), Australia (1), New Zealand (2 in the first round, 1 in 

the second round), The Netherlands (1), Germany (1 first round, 0 second round), Spain 

(2), Yugoslavia (1 ), Slovenia (1 ), Denmark (1 ), Norway (1 ), Mexico (1 ), Canada (1 ), 

Saudi Arabia (2), Japan (1), China (1), Hong Kong (1), and Taiwan (1). 
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at least one respondent. 
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A regional breakdown of these respondents shows that in the first round, five 

panelists were from North America, seven were from Europe (if one considers Scotland 

as part of Europe), two were from Scandinavia, two represented the Middle East, four 

were from Asia, and three were from Australia or New Zealand. After the first round, 

Europe fell from seven to six participants, and the Australia/New Zealand group lost one 

panelist. The total panelist group, then, incorporated five continents around the world. 

A further demographic exploration shows that 16 of the panelists (69.6%) were 

men, and only seven (30.4%) were women. Both of the second round dropouts were 

men, however, so the second round ratio ( 66. 7% male to 33 .3% female) was slightly 

better than that of the first round. In both cases, however, the percentages of women in 

the study was slightly greater than in the listing of candidates. Of the 53 candidates who 

were sent first round instruments, 20 ( or 3 7. 7%) were women. 

Although there was only an informal attempt to gather scholars and practitioners, 

the numbers between the two groups were adequately split. Twelve of the panelists 

were full-time academicians, nine were full-time practitioners; and two were both (but 

these two now spend most of their time in practice). If the two with both backgrounds 

are counted as practitioners, the ratio of scholars to practitioners was 12 to 11, or 52.2 

percent academicians to 47.8 percent practitioners. For the second round, however, 

both of the dropouts were practitioners. This widened the ratio to 12 scholars (57.1%) 

versus nine practitioners (42.9%). Of the 12 scholars, seven (58.3%) were men and five 

(41.7%) were women. In the first round, nine ofthe practitioners (81.8%) were men, 

with only two (18.2%) women. This disparity was reduced to seven 
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Table 2: Demographic Characteristics of Delphi Panelists 

Number of Resp~ndents 

Continent/Region 

North America 
Europe 
Scandinavia 
Asia 

Middle East 
Australia/New Zealand 
Totals: 

Men 
Women 
Totals: 

Professional Statu~ 

Academicians 
Practitioners 
Totals: 

Education (Estimated) 

Ph.D. degrees 
Masters degrees 
Bachelors degrees 
Totals· 

Round 1 : 23 total 

Number: Percent 

5 22% 
7 31% 
2 8.5% 
4 17% 
2 8.5% 

_3 13% 
23 100% 

Number: Percent 

16 70% 
_J_ 30% 
23 100% 

Number: Percent 

12 

-1L 
23 

52% 
48% 

100% 

Number: Percent 

7 31% 

IO 43% 
J_ 26% 

23 100% 
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Round 2: 21 total 

Number: Percent 

5 24% 
6 29% 
2 8.5% 
4 19% 
2 8.5% 

_.L 90/o 
21 100% '" 

Number: Percent 

14 67% 
_L 33% 

21 100% 

Number: Percent 

12 57% 
__ 9_ 43% 

21 100% 

Number: Percent 

6 29% 
10 47% 

_5_ 24% 
23 100% 



men (77.8%) and two women (22.2%) in the second round. 

In addition to these characteristics, I was able to make assumptions based on the 

selection process for the study. I had asked the individuals assisting with the nomination 

procedure to make sure the candidates they selected were among the most qualified and 

respected practitioners or scholars in a given country. Assuming that the nominators' 

admittedly subjective judgments were not inaccurate, all of the panelists had many years 

of experience in the public relations realm. Also, because many were scholars (and I also 

knew that several of the practitioners had at least master's degrees), I could assume that 

most of the panelists had advanced college degrees of some kind. 

Results of the Delphi Data 

In this section, I will comment on the data that were received from the two 

rounds of the study. This includes the significant patterns, the outliers, the numerical 

ranges, and other vital results. It should be easier to follow the commentary if it is 

presented proposition by proposition, rather than discussing the first round and repeating 

that information in a subsequent discussion of the second round. 

The discussion of each proposition follows. I first present the proposition and 

discuss the full range of qualitative responses that arose from it in the first round. This is 

followed by a chart showing the second-round statements related to each proposition 

and the numerical representations of responses to those statements. I show how many 

chose each of the Likert options, followed by the response mean for each statement. 

Following each chart is a discussion of what the responses indicate. Finally, I summarize 

the findings of both the first and second rounds at the end of each proposition. 
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As would be expected from a study whose participants have years of experience 

in the given topic, most of the panelists shared strong opinions about the material 

presented to them. However, most of the propositions exhibited a fair amount of 

consensus from the participants even in the first round, although a few elicited extensive 

discussion and polar extremes of thought. One potential weaknes~ was that some of the 

propositions did not seem to be well understood or at least some of the respondents 
' 

suggested they were not well worded. 

In the second round, with the addition of the Likert scales to the comments made 

in the first round, the patterns of consensus were more visible. Less than a fourth of the 

78 statements presented to the panelists failed to show strong consensus. As a result, 

the overall data from the study provide some valuable trends and ideas about 

international public relations for academicians and practitioners to use in the future. 

This discussion of the data begins with two fundamental items that contribute to 

a general understanding of international public relations. These items were in the 

"Research Protocol" instrument as supplemental information; nevertheless, they helped 

set a framework for the thinking of the panelists. The first item appeared in the 

introduction. It stated, "The propositions are normative, meaning that we think this is 

how public relations should be organized if it is to be excellent in a multinational setting." 

The second item came as a question attached to the first proposition. It asked, "Do you 

see 'excellent' public relations and 'excellent' international public relations as the same or 

different?" Although these items were not propositions that sought direct reponses, 

many of the panelists apparently saw the queries as important enough to offer opinions. 
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Because of the number of responses to these items, and because of their fundamental 

nature, I thought it would be valuable to start with a discussion of these issues below. 

Information Item # 1 

The first item of information stated: 

The propositions are normative, meaning we think this is how public 
relations should be organized to be excellent in an international setting. 

Judging from comments made by most of the respondents, there seemed to be 

widespread agreement that the propositions presented are currently more normative than 

practical. It was not that the respondents wanted the propositions to be inapplicable; 

rather, they saw that, under current circumstances in multinational organizations, there 

were too many constraints in place for the propositions to be practical today. 

One respondent summarized, "I think the propositions are all ideal in an ideal 

world. But we do not have an ideal world." Another stated, "It is difficult to generalize 

about this. As a description of an ideal state I agree, but I would think that in most 

multinational companies, there is still a long way to go." And another: "To speak of 

mutual benefits is a speech easy to do but in normal activity is not applied. 
11 

One 

respondent seemed to long for that perfected state, saying, 111 think that it would be 

desirable, because only that kind of public relations (and international public relations) 

can be able to solve the future problems of the world. [But] this kind of international 

public relations will be possible only in the future. 
11 

Many of the comments about current management and public relations practices 

help to explain why the ideal is still far away. Several respondents said that for the 
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propositions to be realistic, public relations people must be qualified in all parts of the 

world. Apparently, the panelists believe this is not the case -- even in the United States, 

where many of the so-called modem practices of public relations were developed. 

A few of the panelists even said that it is impossible, and in some cases undesirable, for 

management to foster the egalitarian worldviews suggested in the propositions. 

In light of this normative research, such statements are not alarming. The 

Excellence study, from which many of the propositions in this study were formulated, 

was largely normative, although practical application also has surfaced (J. Grunig, 

1992b). Internationally, we are purposely seeking a blueprint for how public relations 

should be practiced, as opposed to actual practice. Also, as Rieger (1986) stated, in a 

complex and ambiguous setting, a Delphi study is most useful as a normative exercise. 

Information Item #2 

The second item was posed as a question: 

Do you see 'excellent' public relations and 'excellent' international public 
relations as the same or different? 

When this question was added to Proposition One in the first round instrument, 

more than half of the panelists chose to answer it. Ten of the respondents argued that 

public relations and international public relations are essentially the same. Others 

believed that they are the same in principle, but different in application. 

Among those who saw excellent public relations and international public relations 

as the same, a similar rationale was expressed across the board. One stated that 

"excellent public relations in companies should be based on a philosophy of two-way 
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symmetrical communication. ··· Despite the fact that we still don't have large experience 

in international public relations projects, it is obvious that the same philosophy should be 

applied also in excellent international public relations practice. 11 One of the reasons 

expressed for the similarity was "in the sense that these plans should be conceived and 

executed to achieve the same set of organizational goals." 

Statements like these are consistent with the arguments of J. Grunig (in press), 

who explained that even within many countries the circumstances and publics to which 
' 

organizations must respond greatly differ. Therefore, strategic management, boundary 

spanning and symmetrical relationship building are foundations of excellent practice 

anywhere. The only elements added to international practice, he stated, are artificial 

borders that, as shown in recent years, can change quickly. 

Some participants asserted that international public relations is essentially the 

same in philosophy as domestic public relations but different in implementation. One 

stated that the main difference is in "relation to the location of the target groups as well 

as the range of effects of public relations actions." Another added that international 

public relations "is exposed to a variety of environments so that there will be some 

spread in the specific way public relations philosophy is carried out." Yet another 

explained that international public relations is "exponentially more complex from local 

programs because of diverse publics, culture, especially the media. 
11 

One more said: 

"International public relations provides greater challenges from the complications of 

different locations, cultures, customs, and even times which can constrain many forms of 

communication to very limited content and occasions." 
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A few respondents distinguished between domestic and international public 

relations more fundamentally, using the symmetrical philosophy as an example. One 

panelist debated whether "the two-way symmetrical model is really a suitable model to 

give insight into the nature of public relations." But this same person acknowledged that 

for international public relations, "the idea of mutual influence and mutual trust is 

suitable. 11 She said that excellent international practice requires more compromise, in this 

case between headquarters and the host country, than is necessary in domestic settings. 

Another panelist agreed that 11 management's attitude to communication and hence the 

organiz.ation's structure and focus on communication probably has more importance in 

international than national public relations... . Strong commitment to symmetrical two-

way communication is required" for an international program to be successful. 

In the second round, I tested some of these assumptions with declarative 

statements. These statements and their responses are shown in Table 3 · 

Table 3: Round 2 Statements and Means Related to Excellence 

SA A N D SD M 

(5) (4) (3) (2) (1) 

S 1: Excellent PR and excellent international 

PR are essentially the same thing 6 8 3 2 3.65 

S2: International PR is exponentially more 

complex than domestic PR 16 4 0 0 4.67 

SS: PR and international PR should be same in 

terms of goals, different in tools and tactics 11 7 0 2 4.19 
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As the numbers indicate, opinions in the second round held consistent with the 

responses of the first round. Statement One showed that 14 of the 20 respondents (as 

was often the case, one panelist did not respond to this statement) agreed or strongly 

agreed that the basis of excellence is the same for domestic and international contexts of 

public relations. Two of the respondents strongly disagreed with this statement, largely 

because they agreed with the two other relevant statements here: that international 

public relations has the characteristic of being much more complex than domestic public 

relations. As shown here, 16 of the 21 respondents strongly agreed and 20 of the 21 

agreed that this is the case. As noted by one of the panelists in round one, 18 of the 21 

respondents agreed or strongly agreed that goals and missions should be the same, while 

tactics and communication tools play out differently in an international context. 

Therefore, to summarize, the means of 4. 67 and 4 .19 indicate strong agreement that the 

fundamentals are the same, the tools and tactics are different, and international public 

relations is much more complex than domestic public relations. 

Distinguishing between domestic and international public relations is consistent 

with an article on issues management by Nigh and Cochran (1994), management 

professors at Penn State University. The article is important because issues management 

has been likened to excellent public relations (J. Grunig & Repper, 1992). Nigh and 

Cochran claimed that there are notable differences between domestic and international 

practices because: (a) the multinational faces many more actual or potential stakeholders 

than its domestic counterpart; (b) stakeholders can be transnational organizations, rather 

than just domestic ones, and must therefore be faced multinationally; ( c) the reality of 
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managing across borders exposes a multinational to conflicting expectations among 

stakeholders and differing perceptions of the organization from country to country; (d) 

stakeholder expectations of a multinational can surface and affect the organization 

anywhere in the world, not just in the country where the headquarters is located; and ( e) 

communication with stakeholders must cross cultures, where signals and symbols sent 

from one cultural environment are received in another. All of these factors make a 

multinational program much more complex than a domestic one. 

Another interesting aspect of this "excellence" question is that the second-round 

responses of the men and the women greatly differed. The ANOV A for this question 

showed an F Probability of .0009. The 13 men who answered generated a mean of 4.31 

-- showing strong agreement that excellent public relations and excellent international 

public relations are the same. The seven women, however, had a mean of2.43. The 

standard deviation also was much smaller in the men's case than in the women's 

(indicating a narrower range of responses in the men's group). This indicates that for 

some reason, the women felt stronger that there are differences between international 

and domestic practices. Perhaps women are better at seeing the nuances from country to 

country, but this is just a guess. Ifthere truly is a gender difference of opinions on this 

question, it would be worth further study. 

Now that the opinions of the panelists on these two pieces ofinformation have 

been presented and discussed there should be a good context for the propositions that 
' 

were placed before the group. Each of the propositions and their responses are 

discussed below. They are divided into the generic and specific sections. 
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Generic Propositions for International Public Relations 

The generic propositions were included in the Delphi to ascertain the strength 

and extent of opinions toward the potential for universal public relations guidelines. The 

propositions were developed from theories already available to the public relations field. 

The variables were extracted from certain fundamental, relatively universal worldviews, 

and may therefore suffice as solid foundations for an international program. However, 

because these variables had been developed largely in the United States and tested 

mostly in the United States and a few other similar countries, I wanted to determine how 

the variables would be received by a multinational panel of experts in the field. 

The propositions as written and general patterns of panelist responses to these 

first-rou~d propositions and to the second round statements, are discussed below. 

Research Proposition # 1 

The first theoretical proposition on international public relations stated: 

Excellent international public relations is based on a philosophy of ~o-way 
symmetrical communication that pervades the organization worldwide. 
Top managers at headquarters and senior managers in each market_ ca_rry a 
philosophy of mutual trust, respect for others, and a need for es.tabhshmg 
two-way mutual benefits between the organization and all pubbcs -­
internal and external -- on whom its success or failure depends. 

In the first round, the great majority of respondents seemed to support the 

concept of two-way symmetrical communication, both as an organizational worldview 

and as a way of practicing public relations with important publics. However, many 

couched their responses in terms of the normative, rather than the prevalent practice of 

the day. Of the 23 panelists, 14 clearly agreed with the proposition, while three 
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expressed disagreement. The remainde ·th 
r eI er were neutral or uncertain, or they spent 

time explaining why they could agree or disagree with eithe "d fth .. 
r SI e o e proposition. 

One panelist who agreed with the proposition stated that the ideal organization 

should not have one "dominant coalition," but several smaller, decentralized units with 

"heterarchial, team/project-based" groups "where power is dispersed." The respondent 

cited Tom Peters for this suggestion. Another responded that to truly practice the two­

way symmetrical model, organizations have to go beyond mere "lip service by 

management. Mission and vision statements are often an empty promise," she said. 

According to some, one of the reasons that symmetrical communication is 

important is that excellent public relations cannot be achieved without it. This 

particularly is the case in a transnational environment. As one participant stated, 

"Excellent international public relations can be achieved only through a top down-bottom 

up collaboration. Each employee must be as committed as the top management at the 

local level or even the chairman of the board. Every single employee of the organization 

contributes to the success or failure of the company." Another stated, "While it is logical 

to expect successful public relations techniques to vary from country to country, it is 

nevertheless wise for multinational organizations to have a common public relations 

strategy to which all subsidiaries adhere. A philosophy of two-way symmetrical 

communication is both desirable and possible, although any such strategy would almost 

certainly need to be adapted to suit local conditions." 

Despite the support for the proposition, however, several respondents also noted 

· · · · d"ffi lt if not impossible to achieve in that two-way symmetncal commurucation IS I cu 
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today's business environment. One rem k d "P bl" 
ar e , u 1c relations officers say that the 

essence of public relations is mutual benefit and understanding ... [but] what public 

relations officers actually do is the dissemination of messages about decisions the 

'dominant coalition' makes, or the organization of pseudo-events." Another added, "I 

believe two-way symmetrical communication remains an ideal. It's increasingly talked 

about by management, but rarely carried through to all aspects of communication." In 

fact, the respondent stated, "Most companies are reactionary." 

A few of the panelists indicated that they would not desire an organizational 

culture that fostered and practiced two-way symmetrical communication. One of them 

asked, "Is [Proposition One] possible? No, I don't think so. Is it desirable? Well ... 

theoretically, yes, but in practice? No, I don't think so." The respondent explained that 

if an organization and its publics focus on their relationship, they may neglect the 

symmetrical communication needed to underlie that relationship. Although this was 

unstated, perhaps the panelist wondered whether an organization and its publics should 

really have an "equal" relationship. Another respondent argued that, "International 

public relations is based on anything other than this philosophy," because he viewed the 

practice mostly as "marketing, publicity, lobbying activity." Another one said that in her 

country, the concern among practitioners would be that "symmetric communication 

cannot benefit in terms of money." 

Some of the respondents expressed discomfort with the term, "two-way 

symmetrical communication." One of the panelists claimed that "what [is called] 

'symmetrical public relations' presupposes scientific working methods, such as 
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environmental scanning, well-developed planning of action, evaluation, etc., etc. In our 

country (and I am certain that this is the case in most of the countries), it is not very 

common to work this way." 

Resistance to the term seemed to be particularly notable in Europe, where the 

term apparently has more than one connotation. For example, one European scholar 

said, "I'm not sure that you can describe two-way symmetrical communication in itself as 

a philosophy. It is underpinned by certain philosophical values which have their roots in 

western philosophy, and this should be acknowledged." 

Actually, J. Grunig (1992b ), the author who coined the tenn for public relations, 

has acknowledged that symmetrical theory was drawn from a variety of western 

philosophies and value systems (most of which originated in Europe). It is not the tenn 

itself that is important, according to J. Grunig, it is the philosophies and value systems on 

which it is based that are critical to the practice of public relations. It is highly probable 

that most practitioners even in the United States have never heard of the tenn "two-way 

symmetrical" communications -- but many still recognize that the principles of two-way 

communication and equality are important to the practice of public relations. 

After reviewing the remarks from round one, several declarative statements about 

symmetrical communication values were incorporated into the second round instrument. 

These statements, and the numerical breakdown ofresponses, are shown in Table 4.
7 

7 The read ·11 · . er wi notice that the statements in this and subsequent charts are not numbered 
sequen~ially. In producing the instrument, I did not place the statements in order 
accordmg to the p ·1· . . 

11 

• • roposi ions. Also, to conserve space m the charts, I have abbreviated 

term multmational organization" with the letters, MNO. 
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Table 4: Round 2 Statements and Means Related to Proposition #1 

SA A N D SD M 
(5) (4) (3) (2) (1) 

S3: 2-way symmetrical communication is: 

a: possible 6 10 2 2 3.86 

b: desirable 12 8 0 0 4.52 

S6: Symmetrical corrununication cannot benefit 

organizations in terms of money 3 9 7 2.05 

S9: Organizations that concentrate only on sales 

actually hurt their sales in long run 5 9 3 4 0 3.71 

S26: Organizations should be more concerned with 

sales turnover than with public credibility 0 0 2 4 14 1.40 

S28: Few MNOs work to make themselves part of 

local fabric or to contribute to local goals 5 11 3 0 3.95 

S4: Most MNOs don't care about benefits of 

external publics 8 3 7 3.05 

As can be clearly seen, the panelists reiterated that symmetrical communication is 

a normative ideal in public relations. Statement #3 gave respondents the opportunity to 

distinguish between the ideal (is symmetrical communication desirable) and the practical 

(is it possible). Not one of the panelists disagreed that symmetrical communication is 

desirable, and 12 strongly agreed with the statement. Apparently, the two dissenters 

from round one changed their minds in the second round. Thus, the qualitative consent 

voiced in response to the first instrument seemed to hold up and become even stronger 

among the entire group of respondents. 
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The results also indicated more support for the practical aspects of synunetrical 

communication than might have been predicted before the study. One of the main 

criticisms levelled against the two-way synunetrical model is that it is not practical in 

"real-world" public relations (Murphy, 1991). Thus, it was expected that the statement, 

"two-way symmetrical communication is possible," would yield mixed results, with 

leanings toward disagreement. That was not the case. Although the word "possible" 

elicited only half of the "strongly agree" responses as did the word "desirable", still 16 of 

the 21 respondents either agreed or strongly agreed with the possibility of symmetrical 

communications. Only three disagreed with the statement. 

As with the question on excellence, there was a noticeable difference in opinions 

between women and men on the issue of symmetrical possibility. Fourteen men 

responded, and a mean of 4.29 was generated .from their responses. None of the men 

disagreed that symmetrical communication is possible. The women again ranged more 

broadly, however, from strongly agree to strongly disagree, with all three of the overall 

disagreements. Their mean for this statement was an uncertain 3.0. Perhaps this means 

that women are more realistic than men about the limitations of symmetry (possibly 

because they experience the actions and consequences of inequality more than men). 

Combined with the question on excellence, these supposed differences in philosophical 

interpretations might be worth additional study in the future. 

Another way to examine the practical aspects of symmetrical communication is to 

place the concept into "bottom-line" tenninology, which is the way most American-based 

corporations operate. Statements #6, #9, and #26 addressed these bottom-line effects, in 
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different ways. Statement #6 postulated that symmetrical communication cannot help 

organizations be profitable. Statement #9 stated that organizations hurt themselves by 

ignoring symmetrical communication to focus on profit margins, and Statement #26 

offered the inverse opinion that entities should be more concerned with profit margins 

than with credibility. 

Responses to these three statements again favored the symmetrical approach. 

The 2. 05 mean for Statement #6 clearly refuted the negative stance toward symmetrical 

communication; the respondents believed instead that symmetrical communication can 

assist profit margins. Likewise, not one respondent agreed with Statement #26, and 14 

strongly disagreed, that organizations should be more concerned with sales than with 

credibility. The results for Statement # 9 were not as strong, but they also showed two­

thirds agreement that organizations actually hurt their sales by concentrating only on 

sales. The responses to these statements may indicate a greater possibility for practicing 

symmetrical communication outside of the United States than inside the United States, 

from where many of the criticisms about practicality have come. Perhaps symmetrical 

communication is also more practical as an international effort than a domestic program, 

at least for American-based organizations. Certainly, more testing would be necessary to 

validate this assumption. 

The final two statements in this group tested the opinions of the respondents 

about how multinational organizations actually perform. Statement #4 asserted that 

most multinationals do not care about fostering mutual benefits with their external 

publics. (Internal publics could have been added here, but the actual first-round 
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response from which this statement was drawn did not mention internal publics.) 

Statement #28 similarly declared that few multinationals attempt to become an integral 

part of the local community or to contribute to local goals. This is an important 

statement because it gets into local perceptions about how multinationals perform as well 

as addressing whether there is latent resistance to multinationals in host countries. 

The first of the statements, #28, indicated that multinationals can do much better 

at integrating into their host communities. Five of the respondents strongly agreed that 

they do not perform well in this area, while another 11 agreed with the statement. 

However, it must not be for lack of trying; there was a much more even split of 

responses toward concern organizations have about seeking mutual benefits. The mean 

for this statement was 3.05, showing a spread of opinions: eight agreed that 

multinationals do not care, but seven disagreed. Perhaps those who disagreed with this 

statement concurred with the comment from the first round, that while multinationals 

care about seeking mutual benefits with publics, they do not exhibit that concern outside 

of their own home countries. With the second proposition focusing on hiring and 

internal communication, perhaps responses to that variable could shed more light on 

whether or not concern for publics is perceived to extend beyond the home country. 

Research Proposition #2 

The second proposition on international public relations stated: 

This two-way symmetrical philosophy will be reflected in the organizational 
culture and in internal communication styles worldwide. Management 
would respect all employees as important contributors to organizational 
success, and would implement methods that foster participation and two­
way symmetrical communication among all employees throughout the 
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world. Wit~out this pervading attitude among organizational management, 
an excellent mternational public relations program likely will not be 
achieved. 

The first two propositions seemed so similar in nature that many respondents had 

trouble distinguishing the nuances in the first round instrument (and maybe the 

distinction was not written clearly enough). After reading the second proposition, the 

respondents often gave answers like "see number one" or "this seems the same as the 

first statement I just read." Some panelists went into detail in answering the second 

proposition, but upon close scrutiny their first and second answers were almost identical. 

A distinction between the two propositions certainly was intended when they 

were developed. The first proposition asked whether an organization's dominant 

coalition should foster the ideals of two-way symmetrical communication in the first 

place. If so, how should that worldview be activated in the organization's policies and 

actions, and should the philosophy be carried out worldwide? The second proposition, 

by comparison, was meant to ascertain whether the organization should reflect the two­

way symmetrical worldview in its internal culture and management styles. Nevertheless, 

it is possible, based on the confusion among panelists for this study, that the distinction is 

too subtle to warrant separate propositions. 

Despite this confusion over the direction of the first two propositions, eighteen of 

the respondents clearly agreed with Proposition Two, and only two disagreed. The other 

respondents were neutral or uncertain as to their leanings. 

At least a couple of the participants, even among those who generally agreed 

with the proposition, seemed skeptical that the two-way symmetrical worldview can, or 
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should, work within a multinational organization. A representative comment was, "In 

reality, cultures are bureaucratic, evolving from feudal system concepts of control and 

management" (and this comment did not come from a traditionally feudalistic country). 

Another argued, "Employees that are more important to the employer will naturally 

qualify for a more symmetrical approach than employees who are readily substitutable. 

Reason: symmetrical communication absorbs time and this resource needs to be 
' 

allocated carefully. Even though desirable from an ethical point of view, a pay-off for 

such public relations practice is questionable in [the] case of 'unimportant' employees 

whose motivation might be extrinsic, anyway." One person said that top management 

has difficulty being honest with employees, or to share information that may be 

considered "too important" for all employees to know. 

But most of the respondents seemed to favor the proposition. Some of those 

suggested that despite the similarities to Proposition One, Number Two nevertheless 

"follows logically from [the]first proposition." As one respondent argued, "Ifwe have a 

programme (British spelling) of international public relations based on such ideals, it's 

difficult to imagine that such values would not affect organizational culture--though they 

would not necessarily dominate it." Others agreed that "excellent international public 

relations can be achieved only through a top-down, bottom-up collaboration." "Without 

'excellent' internal public relations any 'excellent' international public relations programme 

has little chance oflong-term success. It may well succeed in the short-term, but 

eventually organizational management will need to recognize they are doing the whole 

organization a disservice if they do not listen to and trust their employees at all levels." 
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One respondent, distinguishing clearly between domestic and multinational 

organizations, suggested that the symmetrical worldview is more important in the 

multinational entity. "Management's attitude to communication and hence the 

organization's structure and focus on communication probably has more importance in 

international than national public relations, 11 the respondent said. "The likelihood of 

conflict or at least tension between local and international interests in such an 

organization means that strong commitment to symmetrical two-way communication is 

required. Without this commitment it would be difficult to balance potentially competing 

interests and hence convince stakeholders of their ability to affect decisions." 

Some of the panelists pointed out that many multinational organizations foster a 

symmetrical culture in their home country while being highly asymmetrical in all of their 

host countries. In every case, respondents who said this practice occurs added that it is 

undesirable. One discussed the situation he has seen with some United States-based 

multinationals who are well known for their participative environment "at home," but in 

distant "developing nations" they have been charged with exploitation of workers. 

Another said that he has seen many multinationals who value and protect their expatriots 

at the expense oflocal employees. This "ethnoarrogant" posturing builds up tremendous 

hostility in host countries and undennines everything the organization is attempting to 

accomplish in its home country. 

Presumably, the greatest reason for the discrepancy between home and host 

country practices is that organizations move abroad to expand sales while reducing 

costs. One panelist asserted that this philosophy can backfire. Using an American 
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multinational in his country as an example, he said: "In the United States it is known for 

its participative culture, innovativeness and excellent employee policies ... but local 

behavior is completely different. They have no commitment here and their only task is to 

increase sales . . . . I also believe that at the end this is also hurting their sales here." (The 

declarative statement generated from this comment was placed under Proposition One, 

and has already been discussed. Although this first-round comment was made while the 

respondent was discussing the second proposition, I felt that it was more pertinent to 

overall symmetrical communication philosophies than to internal communication; thus, I 

placed the declaration under Proposition One in the second instrument.) 

From these comments, three declarative statements were generated for the 

second round that examined symmetrical communication inside the multinational 

organization. The statements and the numerical responses are included in Table 5. 

Table 5: Round 2 Statements and Means Related to Proposition #2 

SA A N D SD M 

(5) (4) (3) (2) (]) 

S7: Symmetrical organization will offer employees 

around world respect and flexibility to do jobs 7 2 4 0 3.85 
7 

S8: Many MNOs treat only headquarters-hired 

6 7 4 3.29 
employees well, not locally-hired staff 3 

SI 0: Likely tension between local and global interests 

9 
0 4.30 

mandates 2-way symmetrical communication 9 

• ....c: d · in the responses to this 
The normative aspects of symmetry suuace agam 

. h t th dynamic characteristics of 
proposition. Statement #10, particularly, shows t a e 
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international operations not only suggest but mandate a symmetrical communication 

process between home and host offices. Nine agreed strongly with the statement, while 

another nine agreed with the statement, producing a mean of 4.3. Statement #7 shows 

how this symmetrical philosophy will be operationalized: through a worldview of 

respect for all employees around the world and operations that are flexible enough for 

employees to use their own ingenuity and cultural understanding in performing their 

tasks. Four people disagreed with this, but the mean of 3.85 still centered toward 

widespread agreement. 

As in Proposition One, the actual practice of multinationals was tested in 

Statement #8. This posited that many multinationals treat their "home grown" 

employees better than those in host countries. Again, opinions about these multinational 

behaviors were widely dispersed, with the mean hovering toward neutrality at 3.29. 

Nine agreed, but four disagreed. More importantly, one-third of the respondents were 

neutral or uncertain toward the declaration (one of the highest neutral showings for any 

of the statements, as will be seen). 

There could be a variety of factors behind the neutral or uncertain responses of 

panelists on these statements. There may be an inability to answer the statement because 

the respondents don't know the internal workings of any specific organizations. Or, they 

may be unwilling to generalize from their knowledge of specific organizations, or there 

may be even other reasons. Regardless of the reasons, the responses lead to an 

inconclusive examination of how multinationals actually treat their employees, or 

whether headquarters staff are treated any better than host country employees. It seems, 
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though, that the panelists generally agree that internal communication should be 

conducted with symmetrical principles. 

Research Proposition #3 

The third proposition on international public relations stated: 

Excellent public relations is a strategic management function working as 
part of and directly with senior management and the dominant coalition, 
worldwide. In an international program, the senior practitioner at 
headquarters will perform the managerial roles of boundary spanning, 
counseling with the dominant coalition, and setting communication 
strategies that support organizational goals. Senior practitioners in each 
country must also perform strategic roles that identify local audiences, build 
relationships with them, and adapt quickly to changing local conditions. 

The proposition suggested that for public relations practices to be excellent, 

senior practitioners need to be part of the dominant coalition both at headquarters and in 

the local units. This gained almost unanimous support in the first round -- only one 

respondent expressed opposition to it, at least in theory. However, eight respondents 

exhibited 11yes, but" attitudes. These mostly revolved around apparent implications that 

fulfillment of the proposition would require a "top-down" process of management. 

Twelve of the respondents agreed to the proposition without apparent 

reservations. One representative panel member suggested, "Public relations should be a 

strategic management function working as a part of and directly with senior management 

and the dominant coalition worldwide. 11 The panelist then explained how the process 

would work: "In an international program the senior practitioner at headquarters 

performs the managerial roles of boundary spanning, counseling with the dominant 

coalition, and setting communication strategies that support organizational goals. 
11 

A 
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second resp d 
on ent agreed: "Public relations should be very close to top management to 

be effective Th · · · · k bl' d · e seruor practitioner at headquarters 1s far away from ey pu 1cs an 

issues in oth . . 
er countnes, and thus he [ or she] depends on practitioners in other countnes 

to Provide hi [ . 
m or her] with infonnation, [and to] coordinate and adapt programs to 

locaJ conditions." This would be difficult if the local practitioner were removed from the 

locaJ d · . 
ec1s1on making unit. 

Among the "yes, but" group, concerns about the "top-down" implications of the 

Proposition d · · d 
pre ommated. One panelist asked, "Don't you think mutual influence an 

adaptatio J 
n ocaUy makes supranational strategies impossible?" Another said, "This 

sentence im 1· "d 
P ies that a senior public relations manager at headquarters dec1 es 

everything from headquarters. It is often impossible and often undesirable." A third 

suggested "L · t, 
' oca) senior practitioners have the best knowledge of the local enVJronmen 

the CU)tu 
re and the audience. Only with such local expertise and coUaboration can 

eJcceUent i t . 
n emational public relations be achieved." 

Additional concerns about the proposition were related to feasibility of 

llnplernenting such a structure. fc pie said "the roles are not One respondent, or exam , 

Possible · . ered " Another 
· .. m countnes where public opinion has not been empow · 

Pointed t . . . . . . that although the 0 staffing log1st1cs within the orgaruzat1on, explammg 

organiz . . · onal or international 
ation may have "a savvy marketing manager m the regi 

centre" 1 . manager" (the respondent 
' ocally they have "an unsophisticated sales/marketulg 

apparent) b . arketing manager, as long as that 
Y eheves public relations can be run by a m 

Person is " ed") 
savvy" rather than "unsophisticat · 
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It is unclear why the proposition generated the concerns about 
11

top-down
11 

management. As the proposition stated, the structure would have practitioners at 

headquarters and in the host country offices reporting to the highest levels of 

management and being part of the decision making groups at both levels. If the local 

practitioner were not allowed to be in this local dominant coalition, then a downward 

management cycle could still be possible. It also seems that without public relations in 

the headquarters management group, there is a top-down management structure anyway; 

only the local practitioner would then be subject to the caprice of a general manager and 

his or her line manager at headquarters __ neither of whom may have any experience in 

public relations. In this case, the local public relations specialist probably would have 

even less authority to help accomplish public relations goals. Perhaps, however, the 

traditional 11not-in-my-backyard11 syndrome is at work in this proposition, where the local 

experts are reluctant to give up any host country autonomy -- a situation that is 

understandable in any international context. 

The one dissenting opinion came from a respondent who questioned the ability of 

public relations specialists to satisfy the demands of the proposition. He said, "Just to 

talk about strategic planning, a public relations background will hardly suffice. In other 

words, the public relations function, be it a pure communication function or not, needs to 

be enriched by a management circle including resource management, finance, personnel 

department, etc. 11 This may argue for the public relations specialists being part of, but 

not controlling, the dominant coalition in its decisions. 

From these comments, several declarative statements were produced (Table 6): 
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Table 6· Round 2 St t a ements and Means Related to Proposition #3 

SA A N D SD M 

(5) (4) (3) (2) (1) 

S 1 1 : Local ad · aptat1ons for local benefits make 

supranational PR tr · . s ategies unpossible 13 2 2.22 

SJ4· PR . · vanes country to country, but wise to have 

common PR tr s ategy for locals to follow 9 8 0 3 4.00 

Sl3 · S · ame str t · a egic role played at HQ needs to be 

played in each . country by seruor practitioner 7 8 3 3 0 3.90 

S15 · HQ · cann t 0 and should not be responsible 

for problems at local level 0 4 3 9 5 2.29 

S44: IfHQ . 
mvolves local practitioners in planning, 

it can gain . .gh msi ts about local conditions and 

resources d . an profit from global thinking 17 3 0 0 4.71 

The declarative statements for this proposition addressed three main issues that, 

combined fc ' ocus on the proper balance between global and local thinking or action. The 

first conce t . . P centered on whether a globalized strategic umbrella 1s desirable and 

Possible or h h d · · ' w et er all strategic programming should be left to the etemunat1on of 

local units Th . · e second issue was whether strategy should be produced at the local level 

as Well a h . . s at eadquarters. The final concern dealt with bnngmg together talent, 

expertise d · · I al an ideas from all over the world to create more appropnate g ob strategy by 

Which all units can profit. 

Statements #11 and #14 addressed the incorporation of a strategic umbrella by 

Which th · e uruts function. Statement #14 declared that such a "common strategy" is 
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desirable, while Statement #11 took the practical and opposing viewpoint that "local 

adaptations ... make supranati~nal public relations strategies impossible." The panelists 

leaned to the desirability of a strategic umbrella, and argued that such an umbrella is 

possible. The mean for Statement #14 was 4.0, or right on the agreement category. In 

contrast, 13 of the panelists disagreed and two more strongly disagreed with the idea 

that a supranational strategy is impossible. It should be noted, however, that three of the 

panelists chose not to respond to this statement, which could slightly skew the results. 

Generally, however, it seems that the panelists supported the idea of global strategic 

guidelines, not as an imposition of will but as a "common strategy" for units to follow. 

Another indicator of opinions about global strategy is the logistical issue of which 

unit should be responsible when a problem occurs in a host country. Statement #15 read 

that "headquarters cannot and should not be held responsible for problems that arise at 

the local level." Four panelists agreed with this statement, but nine disagreed and five 

more strongly disagreed, for a mean of2.29. That mean shows a slight, but not 

convincing, leaning toward the idea that headquarters should be at least somewhat 

responsible when it allows local units to have problems. Most of the panelists probably 

recognize that in today's global communication era, it is easy for local problems to 

quickly transcend borders. But a further issue to be examined is how much headquarters 

might even contribute to local problems, either through too much of a laissez faire 

attitude toward the local units or through actual sanction oflocal mismanagement. 

The issue of local strategy was examined in Statements # 13 and # 15. Statement 

# 13 asserts that while a strategic role is played at headquarters, that same role needs to 
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be petformed by a senior practitioner in each country. This statement is important 

because if public relations is to be a strategic function worldwide, each unit must have a 

practitioner in place who understands public relations and who has the trust of his or her 

senior manager to strategically carry out the public relations function. When presented 

to the panelists, this argument elicited general agreement: seven strongly agreed, eight 

agreed, and only three disagreed, for a mean of 3. 9, a fairly strong indicator of support. 

An interesting closer examination of Statement #13 reveals that the statement 

offers a more specific interpretation for the "top-down11 issue raised in the proposition. 

Rather than addressing the issue as having involvement in the dominant coalition, 

however, this statement established the idea of being strategic with the public relations 

function. Even though the wording may be different, the concepts are closely parallel. It 

is difficult to have strategic public relations without being part of the decision making 

team, both locally and at headquarters. Where this issue generated quite a bit of 

uneasiness in the first round responses, Statement #13 elicited greater support and 

showed virtually no signs of 11top-down 11 concerns. 

The final statement, #44, addressed the need or desirability of using practitioners 

from throughout the organization1s worldwide network to plan and execute a 

combination of global and local public relations. The statement said that if headquarters 

uses its full network of public relations expertise, it can gain insights about local 

conditions and profit more from the diverse thinking. This idea gained almost unanimous 

support from the panelists. Twenty of the 21 participants agreed with this statement, 

and 17 of those strongly agreed. Only one disagreed. With such strong agreement, this 
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idea seems to be something that multinational organizations should further pursue. 

In summary of proposition three, it seems that the majority of respondents 

believed that public relations specialists should be in the dominant coalition, both locally 

and at a multinational headquarters. Some type of global umbrella for public relations 

missions and guidelines is not only desirable but, for the most part, possible, according to 

the responses. There also was strong consensus that headquarters would benefit from 

having a transcultural input mechanism from all of the local practitioners ( assuming, of 

course, that those practitioners are qualified to provide input from their positions). 

Research Proposition #4 

The fourth research proposition in international public relations stated: 

Excellent international public relations is integrated, meaning that 
worldwide, practitioners report to the public relations department at 
headquarters and work under a single umbrella (as opposed to, for 
example, public relations in one country under marketing, in ~nother under 
human resources, etc.). It is recognized that senior managers m each_ 
country are responsible for activities in that country and that the semor. 
practitioner must work closely with that senior manager. But i~ somethm~ 
negative happens anywhere, headquarters is ultimately responsible. Pubhc 
relations must be connected worldwide to build consistent programs and 
respond quickly to problems that arise. A senior practitioner at 
headquarters must supervise all communication programs, and local 
practitioners must be trained to carry out the same organizational 
philosophies, themes and goals. This requires close cooperation and 
communication between offices and headquarters. 

This proposition addressed the specific structuring of an international public 

relations program. The question revolved around whether it is most effective to have the 

public relations unit at each location report to local management, with no worldwide 

linkage between public relations practitioners and their strategies. Or, is it most effective 
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to override local manag . 
ement with a globally integrated public relations program, 

Wh · 
erem practitioners . . 

around the world report dtrectly to pubhc relations at headquarters. 
Or, is there some . . 

point m between these two extremes that makes some sense. 

As can bes hi 
een, t s proposition not only addressed the global versus local 

concern, but also pos ·t d th . . . . 1 e at public relations uruts should not be dispersed under 
d'ffc t erent operatin . 

g uruts, such as marketing, manufacturing, or legal. This posture was 
clearly stated . . 

m the mstrument, but it is not dear whether this meaning was well 

Understood b 
Y the respondents as they made their first round comments and subsequent 

responses to th 
e second round instrument. 

In the first d · f · · roun , the proposition aroused a much greater vanety o oplillons 
thanih d .. 

a anticipated. Although almost half of the respondents (11 total) seemed to 

agree With th . . . . . . 
e propos1t1on, seven argued that global integration of public relations 1s not 

a good idea Th . fd' 
· ese seven dissenters represented the greatest amount o 1sagreement 

ex:pressed tow dl 
ard any of the propositions. Even among those who suppose y leaned in 

a . 
given direct. . 

ton, however, there seemed to be much internal hedgmg. 

The majority of respondents acknowledged that, in theory, integration of public 

relations 
Programs around the world would be valuable. However, when it came to 

~~ . 
ng about practical implementation of such a program, there was widespread debate. 

For ex:a 1 'd h . . . 
mp e, eight of the 11 who agreed with the proposition also sat t at mtegrat1on 1s 

not Possible today. Their reasoning involved two main constraints: budgeting and local 

tnanagernent philosophies. One respondent stated that the public relations :function is 

Usually fu · · h d bl· nded according to local management priorities, thus g1vmg ea quarters pu 1c 
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relations managers little or no control over local activities. Another stated that local 

public relations often is controlled by general managers who do not want involvement 

from headquarters public relations staffers. "Many top [local] managers consider 

themselves an expert in all fields and would surely like to ... place the public relations 

department/person directly under his management," the respondent explained. 

A few participants correlated current practical realities with staffing and expertise 

considerations. One said that local public relations often is headed by marketing people 

who don't understand public relations. Like the local manager, these people often resist 

headquarters involvement in public relations. Another stated that public relations 

professionals in the United States, where many multinationals are headquartered, "are 

not prepared for the responsibility [ and] still think locally and nationally," not 

internationally. Another explained, "In some multinational organizations, the senior 

practitioners are not very flexible in many activities, because of the absence of a cross­

cultural attitude. 11 

A few of the respondents who agreed with the normative ideals in the proposition 

were also more optimistic about its implementation. They stated that integration is not 

only desirable, but possible in today's business environment. One commented, "The 

proposition as outlined is indeed possible and would be welcomed. It would benefit the 

organization and ... its public relations function. 11 Another added: "Integrated public 

relations is definitely the most sensible and appropriate organizational structure. 
11 

Like the earlier proposition about reporting to the dominant coalition, the 

disagreements to this proposition seemed partially connected to the normal inclinations 
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toward protecting local territories. In this case, respondents seemed to want to preserve 

their local autonomy from the often overpowering influences of "big brother" at 

headquarters. Some argued that the local general manager is ultimately responsible for 

all operations in her or his country -- that headquarters, including the public relations 

department, cannot and should not assume such responsibility. Others seemed worried 

that public relations driven from headquarters would somehow infringe upon the rights 

and strategies of the local units. As one stated, "I cannot see how top-driven, 

'consistent' programs can work. Again, this seems like the big boys' (U.S.) view of the 

world." 

More than one respondent offered a middle ground. A representative suggestion 

was: "Why not splitting public relations in a centralized and a decentralized part: 

centrally, the company had to make sure that their mission statement, their basic ideas 

about relationships to publics, are fulfilled in the various countries. Decentrally, local 

public relations practitioners, who have an intimate knowledge about specific problems, 

would have some leeway to design public relations practice in compliance with the 

mission statement." Another respondent made a similar suggestion: "It is possible that 

[a] senior practitioner at headquarters supervises all communication programs 

worldwide, and that local practitioners get well trained to carry out the same 

organizational philosophy, themes, and goals. Of course, this requires close cooperation 

and communication between offices and headquarters." 

These viewpoints are consistent with certain academic writings on the structuring 

of international public relations. While some authors call for global thinking similar to 
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global marketin 
g programs, and others claim that the severe differences in local customs 

Preclude any l b 
g 

O 
al management, at least two experts supported the value of a middle 

ground · · smular to th · 
e views of the above respondents. 

Epley (1992) cited founder and long-time chief executive officer ofBurson-

-MarsteUar, Harold Burs . h h fu . . al . . . 
on, as saymg t at "t e success l mtemation pract1t10ner 1s one 

Who cans 
erve a corporate headquarters by conceiving worldwide strategies for the 

global mark . . 
et, and then pick and supervise indigenous talent to implement their 

strategies on . 
their home ground" (p. 112). He therefore envisioned a "two-tier 

structure" f . 0 
centralization, to coordinate consistent policies and messages, and 

re · 
gtonalized . . . 

Implementation with adaptations to local language, culture, and politics. 
Trave 

rse-Healy ( 1991 ), a senior practitioner in Europe, agreed with the two-tiered 

concept and o 1 · . l . . 
ut med distinctions between central guidance and local Imp ementat1on m a 

lllUitinatio aJ 
n organization. 

T
O 

see how these comments held up under further scrutiny, several declarative 

statements 
Were produced and presented to the panelists. Most of the statements, of 

course We d' . . l . 
, re irectly connected to the proposition on integratmg pubhc re at10ns. Three 

Of them, h . . . . 
ow-ever, covered the role of public relations agencies m this mtemational 

Process Q . . . . h 
. Uestions about the roles of agencies had been added to the propos1t10n m t e 

first rou d . . h 
n instrument sent to the panelists. Respondents were asked to examme t at 

role and d . . . . . Th 
eternune its u ful · "'""ming for a multmat10nal orgaruzat10n. e se ness m pro gr a.uu,.u..u 

~rn . . 
ents on public r l t' · t' and on the role of public relat10ns finns, as well e a 1ons mtegra 10n 

as the nurn · · I d · Tabl 7 
encaJ responses to these statements, are disp aye m e · 
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Table 7: Round 2 Statements and Means Related to Proposition #4 

SA A N D SD M 

(5) (4) (3) (2) (1) 

S 16: PR should be connected worldwide and 

operate under single umbrella 9 9 0 3 0 4.14 

S 17: MNO cultures are so different that it is not 

possible to have integrated PR program 2 9 3 3 2 3.32 

S2 l: Top managers should not relinquish local 

decisions to PR people, at HQ or locally 5 10 3 2.55 

S22: Many top managers do not understand what PR 

is about, aside from news releases or charity 7 10 2 2 0 4.05 

S23: Why not split PR into centralized and 

decentralized parts? 8 7 
4.11 

S43: HQ needs to run the show when conflict has 

broken out of local boundaries and threatens 

organizational interests on a wider scale 2 10 3 4 3.40 

S 18: Multinational PR program should be run inside 

MNO, not handed over to outside PR firm 2 4 8 6 3.00 

Sl9: Cheaper to hire local PR firm than to hire 

inside PR staff person 2 0 13 5 2.86 

S20: It is desirable to pick best PR agency in each 

market, rather than one global agency 5 9 2 4 3.62 

In some ways, this set of statements mirrored those from Proposition Three by 

examining the tensions between global and local programming. More specifically, they 

looked at the concept of integrating public relations worldwide, with all public relations 
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people working together as a group of units versus giving all local cont 1 · 
' ro over pubhc 

relations to the local general manager. The latter philosophy is not unusual in 

multinationals, where the feeling often exists that the local general manager knows the 

country best, and should therefore be responsible for all local activities, including public 

relations. With this philosophy, however, organizations risk having general managers 

who know little or nothing about public relations being able to supersede real public 

relations needs, both locally and globally. 

The results of round two seemed to confirm the uncertainties and indecision from 

round one related to integration. Statements #16 and #17 examined the general 

philosophy of integration, and produced tenuous results. Statement #16 echoed the 

proposition that public relations should be connected worldwide, under one umbrella. A 

strong mean of 4. 14 was generated by nine agreements and nine strong agreements; only 

three disagreed. However, the opposing pole, that multinational cultures are so diverse 

that such integration is not possible, generated conflicting data. Although the mean of 

3.32 was not definitive in either direction, the overall leanings were in support of the 

statement -- 11 in the agree category, only five in the disagree category. 

It appears that the results of these two statements are in conflict. A closer 

examination of the statements, however, may help clear up the discrepancy. Statement 

# 16 was normative -- public relations should be interconnected around the world. 

Respondents were not asked whether it is possible to have an integrated program. But 

Statement #17 did address the pragmatic issue, stating that the diversity of multinational 

cultures renders it impossible to integrate public relations. And while the normative 
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· · .. . ·.-;, ~~· :;...· . ..;:--

statement elicited 
strong agreement, results on the pragmatic statement were not so 

convincing. Thu . . . 
s, it may be possible (although not easy) to approach the ideal of having 

an integrated r . . 
P ogram, if this analysis of the experts is accurate. 

Statements #21 and #22 looked at how local general managers fit into the public 

relations . 
process ma multinational. Statement #21 asserted that top managers should 

not relin . h 
quis control over public relations, either to public relations managers at 

headqu 
arters or to their own local staff Statement #22 on the other hand, said that 

' 
even if the e . . . 

g neral manager were responsible for all local act1VIt1es, often he or she does 

not understand h . . . . 
w at public relations 1s supposed to accomplish. Seventeen of the 

respondents d · · · ld b 
agree that managers do not understand public relations; 1t shou not e 

surprising th 
' erefore, that 13 of the panelists apparently believed that a general manager 

should relin . . 
quish some control to those who do understand 1t. 

Interestingly, as in some of the earlier statements, there was a discernible 

difference b 
etween men and women on the issue of managers. The men's mean was 

3.79 com 
' pared to the women's mean of 4.57. This difference generated a not significant 

Probabilit f d', · f 
Y O · 063. What was interesting here, however, was the narrow tsperston o 

scores in th I d 'th t 1 e women's responses. Every woman in the sample se ecte e1 er s rong y 

agreed o hi th t 
r agreed, meaning there was great concurrence among t s group a managers 

do not und f h · 
erstand public relations. Perhaps, again, this is because o t e expenence 

most w b · · d d. 0 men have of dealing with male managers who may e expressmg un erstan mg 

of Publi · · d ' · c relations, but who, in the minds of the female pract1t1oners, on t commurucate 

that d 
un erstanding. Whatever the reasons, once again the gender differences would 
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indicate the need for future research. But, regardless of the potential gender difference, 

the overall mean of 2.55 on Statement #22 supports only tentative conclusions. 

One of the first-round responses mentioned above fostered the statement that 

offered a compromise between global and local managerial interests. Statement #23 

said, "Why not split public relations into a centralized and decentralized part; centrally, 

the organization could make sure the mission statements and their basic philosophies 

about relationships to publics are fulfilled in the various countries, and locally 

practitioners who have an intimate knowledge about specific problems would have 

leeway to design public relations practice in compliance with the mission statements." 

(A comparison of this statement to the original comment cited on page 33 shows one 

example of how the wording was changed slightly from the original response for better 

grammatical flow in the statement.) 

This compromise seemed suitable to most of the respondents. Fifteen agreed that 

dividing public relations programming between central and local levels is a good idea, 

while only two disagreed . Perhaps the key lies in what the statement proposed: mission 

statements and basic philosophies on the global level, combined with latitude to perform 

according to cultural needs in the local units. 

Statement #43 provided more insight into the balance between global and local 

managerial interests. It was similar to Statement #15 under Proposition Three, which 

declared that headquarters cannot and should not be responsible for local actions ( and 14 

.disagreed with that statement). Statement #43 suggested that when conflict has broken 

out of local boundaries and threatens larger organizational interests, headquarters needs 
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to take charge of the situation. Twelve agreed with this, while five disagreed. The mean 

of 3 .4 generated by these responses is not definitive, but again it suggests that 

headquarters should not completely relinquish public relations goals to local interests. 

To summarize the statements on integration, it seems that consensus on the 

proposition was tentative. Most respondents believed that integration is desirable and 

possible, but there were significant outliers. When actual practice was examined, most 

panelists expressed discomfort with the role of local general managers or other local 

officers in public relations due to their limited understanding of its purpose. They 

acknowledged that headquarters must be involved when issues transcend boundaries. 

The responses indicate that while there are natural desires to preserve local autonomy, 

pragmatic considerations often mandate the need for more centralized involvement. The 

remaining question would be, if headquarters should intervene when an issue crosses 

boundaries, exactly when does its obligation begin __ before or after the issue crosses 

borders? Can headquarters relinquish all responsibility to local units, then hope to 

intercede successfully when a crisis occurs? These and other questions need more study· 

The final three statements examined the roles of public relations agencies, and 

their relationships with multinational organizations. Statement #18 postulated that 

multinational public relations should be conducted inside the organization, rather than 

being controlled by an outside agency. Responses to this statement were not at all 

definitive; six agreed (two strongly), seven disagreed (one strongly), and eight were 

neutral. A closer demographic breakdown of respondents shows that of the seven who 

disagreed, five work for or have worked for public relations agencies. By contrast, only 
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one of those wh 0 agreed works for a multinational organization. Also, the ANOV A 

indicated a di.ffi . . 
erence of op1ruons between scholars and practitioners. The scholars were 

Inuch more lik l . 
e Y to agree that multmationals should not turn over their public relations 

to outside a . 
genc1es (the mean for scholars was 3.55, for practitioners 2.4). Perhaps this 

is because th 
e scholars look more at the normative aspects of the statement, while the 

Practitioner . . 
s -- m this case, mostly agency people -- supported the practical nature of 

their own b . . 
usmesses. Nevertheless the overall results of this statement certamly were 

' 
hi gh]y skew db e Y the various representations of the panelists. 

Statement # 19 addressed operating expenses, asserting that it is cheaper to hire a 

local PUbli . 
c relations firm than an inside staff person. Judging from the 13 neutral 

response · · · h 
s, It Is apparent that few of the respondents had the background to exarrune sue 

an issue Am . . 
· ong those who claimed some knowledge, five disagreed with the statement. 

lfow 
ever, the mean of 2.86 is meaningless for assessing this variable. 

Statement #20 suggested that hiring local firms is desirable to selecting one 

global ag hi 
ency. That statement again intersects with the local/global balance, butt s 

r 1rne it add · · h I( ( nal Fourteen resses vendors, rather than balancing needs within t e mu ma 10 · 

Pan r · · b 
e Ists agreed that a local firm is better, while five stated that the global entity is etter. 

Unasked . " h · 1 (ng the firm and questions that could affect success would be, w o 1s se ec 1 ' 

What cap b .1. . h . ?" If a local firm is best, does the 
a I 1t1es do they have to make such a c 01ce · 

local general manager or other local staff members adequately understand how to select 

agencies? I bl ? Thi whole area of agency service and 
s someone at headquarters capa e · s 

its v 1 . · 
a ue is an untapped exploratory field that needs more exammat10n. 
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Research Proposition #5 

The fifth research proposition on international public relations stated: 

An excellent public relations program is not subordinated to marketing, 
legal, or other organizational departments. In international settings, 
particularly, public relations often is subsumed into marketing and 
relegated to product publicity roles. When this happens or public relations 
is placed under another function, the organization loses its ability to 
identify and build relationships with all of its critical publics (as opposed to 
just customers). By remaining separate from other functions and building 
long-term relationships with all stakeholders, public relations can help the 
organization make money and keep from losing it to costly lawsuits, 
legislation, et cetera. 

Proposition Five generated strong consensus among the participants in the first 

round. Nineteen of the 23 panelists agreed that public relations should not be placed 

Under marketing or any other function . Only two disagreed. Almost every one of the 19 

concurring panelists expressed strong opinions that when public relations is subsumed 

Under marketing, real damage can be done to the organization as well as to the public 

relations function. But when the functions are separated, the organization can benefit. 

One person adamantly declared, "The public relations function should not in any 

Way be identified with marketing. It ought to be identified with higher values and wider 

ambitions than ordinary, every-day profitability." Another claimed that it is "not only 

Possible but also essential to practice public relations that way. The potential results of 

separating include independent public relations goals and programs and budget, better 

relations with various publics, including consumers and government and media, long­

term benefits to the organization, more successful and less costly marketing efforts, and 

[it Would be] excluding the drawbacks of not having strong public relations programs." 
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The trend to position public relations under marketing or another function 

concerned th 1· 
e pane 1sts because organizations then focus on consumer audiences. This 

eliminates th b·1· 
e a 1 1ty to scan the multifaceted environment for major threats. As one 

respondent said "Th fi bl fc · · · fi d h · · · al bl. , e rst pro em or any orgaruzat10n 1s to n t elf cnt1c pu 1cs ... . 
B . 

ut m our c t .. 
oun ry It 1s not very common to search for critical publics. " Most entities, 

the Paneli t 1 • · 
s exp amed, search for targets and markets instead of publics. 

Subsuming public relations under marketing or another function also takes the 

public relat. fu . . . 
IOns nct1on out of position to provide important counselmg to seruor 

managers o 
n matters of public consequence. In this reduced role, as one respondent 

said pubr 1 . f . fl 

' ic re ations "is often an afterthought" and thus becomes "a waste o time. 

"The Pote t· 1 1· " h h n Ia results of such a negative situation," said a second pane 1st, are t at t e 

organizat · · · · hi · h 11 · Ion wastes potential opportunities of building pos1t1ve relat10ns ps wit a its 

local pubr . . " 
ics, and gaining intelligence about groups, trends, [ and] opporturut1es. 

Another said that this "at the end hurts sales" -- the very opposite effect from what 

org · 
aruzations hope to achieve by placing public relations under marketing. 

A closer examination of responses on Proposition Five revealed, however, that 

lll.ore th · · h · an half of the 19 supportive responses were considerably normative m t elf 

thinking, rather than seeing this as a currently practical situation. A "yes, but" attitude 

surfaced among many of the panelists: Yes, the functions should be separate, but 

reaii r · · 
s icaUy this is not happening and may not happen for a long time m many 

organizations. Only seven of the 19 concurring participants gave any indication that 

separating the functions would ever be possible. 
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One panelist represented the views of many in stating, "Public relations should be 

a separate function. I do not agree that this is possible because public relations culture, 

even in large ... multinational organizations, has not yet reached a standard of total 

excellence. " Another proposed that throughout the world, the emphasis on markets and 

consumers is much greater than interest in public needs or expectations. As many 

respondents thus explained, public relations often is conducted from marketing 

perspectives and through marketing budgets. A third stated that changing the status quo 

"will take a long time and require a great deal of education of top management." . 

However, one panelist claimed that some multinationals already are separating 

marketing and public relations, either to contribute to national goals that are separate 

from headquarters goals or because they recognize threats and opportunities for the 

organization from outside the limited consumer publics. A respondent from Europe 

claimed that "European and Asian companies are better in understanding the plurality of 

publics, while [a] majority of United States corporations ... oversimplify everything into 

marketing." Another respondent agreed that public relations "should be a separate 

function, " but also noted that the function should always work "closely with the 

marketing, legal and other departments. " 

There were only a few counterarguments. One panelist said that public relations 

practitioners are not prepared to perform different roles in an organization. He asked, 

"Is it feasible to have a bunch of public relations practitioners being specialists in 

everything from customer relations to staff and government relations?" Then he added, 

"You cannot expect public relations loners to give good advice ... without having some 
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sort of marketing background." Another suggested that "in some cases, such as within a 

law firm, it might be appropriate for public relations to be subordinate to senior lawyers. 

I have less of a problem with this than I do with marketing." Finally, one respondent, 

although in favor of the separation, noted that in her country, "almost all of the 

practitioners I spoke to believed in public relations as part of marketing." This situation 

probably exists in far more countries than that one. 

These comments elicited only three statements that apply directly to Proposition 

Four. However, the statements clearly show how the proposition was received by the 

panelists. The statements and their numerical responses are included in Table 8. 

Table 8: Round 2 Statements and Means Related to Proposition #5 

SA A N D SD M 

(5) (4) (3) (2) (]) 

S24 PR should be separate from marketing, working 

independently but closely with marketing, etc. 13 7 0 0 4.57 

S25: Not feasible to separate PR from marketing 6 6 7 2.43 

S27: It might be appropriate to subordinate PR to 

senior lawyers 0 2 3 15 1.48 

The results to these three statements confirm the qualitative opinions in round 

one. They showed strong support for separating public relations from other 

organizational functions. Two of the statements examined the connection between 

public relations and marketing, the function most commonly superimposed over public 

relations. Statement #24 suggested that the two functions should be separate but work 

closely together with other allied functions -- the normative ideal addressed in the 
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Proposition T 
hirteen respondents strongly agreed to this proposal, and seven agreed. 

No on d. e 1sagreed · . 
, creatmg a highly supportive mean of 4.57. Statement #25 inversely 

argued that it is n t fc . 0 eas1ble to separate the two functions. Seven agreed with that 
argu 

rnent but 13 d. 
' isagreed (seven of them strongly disagreed). The mean of2.43 is not 

conclusive but th 
' e statements together indicate that the panelists generally believed the 

two fields should b 
e separated and, for the most part, can be separated. 

The final statement addressed the possibility of subordinating public relations to 

the leg l fu . 
a nction. Age-old tensions between the two fields obviously surfaced here, as 

IS of the 21 . 
panelists strongly disagreed with the statement, which apparently reflected 

the one outl . 
Ying panelist of the first round. The strong reaction is not surprising --

although le . . . . 
gal and public relations specialists must work together m an orgaruzat1on, 

SUbo d. 
r mating public relations to those who are trained to withhold information seems 

counterprod . 
uctive to these panelists. 

Research Proposition #6 

The sixth research proposition on international public relations stated: 

Senior practitioners all over the world will be qualified for their positions. 
They will be trained in public relations, not marketing or another field. 
They will understand the importance of having public r~Jations integrated 
Worldwide, as well as the importance of advising the semor managers and 
the dominant coalition. They will be qualified to perform the managerial 
roles of boundary spanning and counseling, and will value and foster the 
use of two-way symmetrical communication. However, there would be 
variations in necessary qualifications directly related to the given culture. 

Proposition Six addressed education and qualifications of practitioners. Rather 

than spe ·fyi · · ld · h · · l · d ci ng what type of training practitwners shou receive, t e propos1t10n 1ste 
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Sp . 
ecific responsib"li . . 1 ties for which practitioners should be qualified. These included the 

ability to sit 
on management counsels and advise senior manaaement" to conduct 

0 ' e . 
nvironmental · 

scanrung; and to organize and integrate functions. Then, in the first 

round, several q . 
uest1ons were asked about the feasibility and cultural appropriateness of 

the pro .. 
position and of these functional abilities. The panelists also were asked what type 

of education 
would be appropriate to fulfill these functions. 

First rou d . n responses vaned greatly. Ten respondents openly supported the 

Proposition b . . . 
' ut a few of those remarked that it is not feasible m thelf countnes. Among 

those Who 
agreed that training is needed to practice effectively, there was a range of 

Opinions abo 
ut what form that training would take. Three or four disagreed with the 

Proposition t· 1 . . . 
en Ire Y, claiming either that the status quo is fine or that real trammg public 

relations co 
mes from experience alone. The data also suggested that almost half of the 

respondent . . 
s were neutral or unsure of their opinions toward the propos1t10n. 

Many who agreed with the proposition contended that public relations training 

needs to im b 
prove regardless of the country. One respondent explained that, "Pu lie 

relations p . . . . d d d 
ract1tioners should definitely be academically tramed m or er to un erstan 

the need fc . . . " 
or theoretical reflection of commurucatwn problems. A second panelist said, 

"A 
Public relations practitioner should master the philosophy underlying the practice as 

WeU as it · . d h 1 t d d f s practical implementation in order to be able to a vance t e genera s an ar o 

the Profession." Another agreed that "senior practitioners all over the world should be 

qualified fc · · · d t d d. d bl . or the positions and should be trained within urugue an s an ar 1ze pu 1c 

relations d · · 11 1 " e ucational programs at [ an J internat10na eve · 
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Seven panelists stated that practitioners are not qualified to perform their roles as 

proposed. One expressed that few in any country are qualified to administer the overall 

guidance and communication functions needed at a multinational headquarters. She said, 

"too few senior practitioners follow a career path related to public relations, and where 

they do, it seems to reduce their chances of being included in the dominant coalition." 

Others stated that practitioners are still underqualified for practicing even locally in most 

countries -- including the United States, where public relations education is abundant. 

Many respondents viewed traditional routes into public relations as hampering 

the practice. Some discussed the "ex-journalist" syndrome, where the emphasis is placed 

on writing techniques rather than strategic management and decision making ( a couple 

insisted that this problem is particularly prevalent in the United States). In certain 

countries, practitioners have worked their way into the positions through "personal 

connections and relationships," with little or no formal training in public relations. Often, 

the practitioners "themselves do not think they need these knowledge and skills." 

As for what type of education would be valuable for practitioners in the 

multinational, both at the global and local levels, there was wide debate among the 

panelists. Suggestions ranged from technical functions of communications, to practical 

schooling in business management and economics, to grounding in the more ethereal 

social sciences. Some called for highly theoretical training, while others said more 

technical training in the practice of communication, research, and other functions is 

needed. One person said, "Though an expert in public relations, the practitioner still 

needs to have good business sense so that all the work can ultimately be accounted for to 
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the success of the . . . 
orgaruzation." Another added, "I believe a practitioner must be a 

broad 
-gauged social · · · · 

scientist with highly developed communication and planning skills. " 

Some respondents addressed the issue of at what educational level practitioners 

should receive t . . 
rairung to be qualified in international public relations programs. A few 

suggested tha . . 
t public relations ought to be taught at the graduate level, after a broader 

Undergraduate £ d . 
oun at1on has been established. One panelist, however, argued that such 

graduate trai . 
rung ought to go beyond an MBA program that has only one course in 

Public r 1 . 
e ations. Such a business school arrangement, the panelist explained, is 

JnsuA::: · H1c1ent ac d . . . . . 
a emic tra1rung for a career in international public relat10ns. 

While th · ·fi · · ·rt 11 ese reactions stress the need for advanced qual1 cat10ns m v1 ua Y every 

country, there Was little discussion about distinguishing education for domestic and 

intern 1- . 
a Iona! Programs. The few who addressed the issue argued that there are different 

needs fort .. 
rairung domestic and international practitioners. One respondent asked for 

quali:ficatio · · d d · k 
ns to Include "foreign language, an international attitude an a es1re to wor 

lO Other C · . f . 1 
ountnes," along with a knowledge of the history, culture, and soc10po itica -

econorni . 
c envtronment of the country where the practitioner would work. Another 

emphasized "Y 1 " A hi d 
' ou must speak the language, you must know the cu ture. t r 

respond · · b b d 
ent explained that in the international arena, "A practitwner must ea roa -

gauged · · · · d I · kill " social scientist with highly developed commurucat10n an P anrung s s. 

The issue of international public relations education has begun to attract attention 

&om av · b d f anety of scholars (Culbertson, 1996). It carries a roa spectrum o concerns 

that are I"k Id b I h h fi 1 ely to elicit considerable discussion. Thus, it shou e natura t at t e rst-
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~~res · ponses were diverse enough to generate several declarative statements. 

Admitted! hi . "fi Y, even this number of statements does not begin to covert s s1gru cant 

subject Th . · · · T bl 9 · e statements and thelf numencal responses are shown m a e · 

T~k9: R # ound 2 Statements and Means Related to Proposition 6 

SA A N D SD M 

(5) (4) (3) (2) (1 ) 

S29: The basic PR skills do not vary from one 

culture to the next 
IO 3 4 2 3.29 

2 

S12: 
When talking about strategic planning, a 

PR backgr d · 
4 6 6 

3.10 

oun will hardly suffice 3 

S30: All .. practitioners in international program should 

be acade . 11 . IUica y tramed with international 

stand d f 
0 2 0 4.32 

ar s o PR education and other fields IO 7 

S31· M · ostPR · · practitioners in local units are not 

Well trained for the job 
8 3 0 3.40 

2 7 

833: Ideal r . qua ificahons for PR education and 

tr .. 
auung would be· 

a. undergraduate education that includes 4.25 

Principles of comm., PR techniques, etc. 
IO 8 0 

b.po~gr d . - a uate degree that includes strategic 
3 

0 4.25 

pl . IO 6 
aruung, management, sociology, etc. 

C. Clearund t d" f r . d" ers an mg o local po 1t1cs, me 1a, 4.70 
0 0 0 

culture, language, etc. 
14 6 

d. Comp h · · I re ens1ve education on intemationa 
2 

0 4.20 

8 9 
issues 1 . , cu tures and perspectives --- , 
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The first state · 
ment m the group, #29, raised the question of whether a more or 

less u · 
11.tversal set of kill . . 

s s Is feasible ( or desirable) for international public relations. It 
stated th 

at basic ubr . 
P Ic relations skills do not vary from one culture to the next. Ten of 

the res 
Pendents agr d . 

. ee with the statement, and two strongly agreed. However, four also 
disagreed 

and two strongly disagreed. The mean of3.29 is not conclusive, one direction 
or another. 

This could have been predicted, since it is the local cultural factors that 
create d"ffc 

I erences in bl" . . 
pu 1c relat10ns implementation. So, even if some of the strategies 

are the 
same World .d ( . . . 

Wt e the basic public relations skills?), implementatwn skills could 
differ· 1mmensely_ 

Therefore, Statement #29 showed poor consensus on this issue. 

Statement #12 . . . b 
s and #31 offer interesting fodder for public relatwns punsts a out 

basic . 
quahficati f · 

ons O practitioners. Statement #12 addressed the strategic element, 
Wheth . 

er earned d h " h 
out at headquarters or locally. The statement postulate t at w en 

talkin 
g about str t · 1· 1 · ) 

a egic planning ( supposedly the core of excellent pub 1c re atwns , a 
PUblic rel t· 

a tons ba k · hi e more . c ground will hardly suffice." The results to t s wer 
intere . 

sting th 
an the statement itself seven disagreed, but seven also agreed, generating a 

" neutral" 
mean of 3 · 1. The question still must be raised here, exactly what background is 

assumed 
here that "will hardly suffice"? This regenerates the core problem in public 

relations ( . 
even m the United States): Exactly what training best prepares people to 

Practice . . 
strategic public relations? And, are public relations people really qualified to 

Perform str t · · · · I xt )? 
a eg1c roles ( even domestically, not to mention m mtemat10na conte s . 

Statement #3 I looked at prerequisites for practitioners specifically in local 
0ftice 

s. It said, "Most public relations practitioners in local units are not well trained for 
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the job." 
This statem t 1- · 

en e 1c1ted more agreement than #12: Nine agreed, and only three 
disagreed ( aitho . 

ugh eight were neutral). Although inconclusive, these results indicate 
that local tr . . 

auung needs to be improved. It is highly possible that if1oca1 practitioners 
are hired b 

Y general m · bli 
anagers who, as ment10ned before, do not understand pu c 

relations th . 

' e practitioners could indeed be underqualified. It also is understood that 
many co . 

untnes are . t b . . . bl . 1 . 
Thi 

Jus egmrung to have quality training programs m pu 1c re at10ns. 

s, too, could b . . . . 
e a contnbutmg factor. But also it is possible, agam, that there 1s not 

great 
agreement o h . . 

n w at exactly is entailed in adequate local trammg. 

Statement #3 · bl. 1 · 
O examined the possibility of universal standards for pu 1c re at10ns 

educ · ation th 
at could be used for training around the world. Ten of the respondents 

strongly agreed h d b dl 
t at there should be some type of academic training base on roa Y 

accepted . 
international standards. Seven more agreed, and only two disagreed. The 

lllean f 0 4 32 r 1 
· ies strongly in the agreement category. Therefore, if intemationa 

stand 
ards a . 1 . 

re appropriate and desirable and if there are basic skills of public re atwns 
that d ' 0 

not 1 · ) h th vary from one culture to the next ( although that was not cone usive ' t en e 
question . 

remains: what would those standards be? 

Stateme t #3 d mine basic ideal n 3 does not address standards, but oes exa 
qualifi . 

cations fc . . b as divided into several or practitioners. The statement, as can e seen, w 
categ . 

ones of qualifications to which the panelists responded. Eighteen of the panelists 

agreed ( . . h 
mean of 4.25) that an undergraduate education includmg courses mt e 

Principl · 
1 

· 
es of corn..... . . . t·onal management, public re at1ons «uuUrucat10n, research, orgaruza I 

techni 
ques, etcetera, would be desirable. Sixteen more agreed (with one disagreement, 
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for another 4.25 me . 
an) that a post-graduate degree should include courses m strategic 

Plannin 
g, management . 1 

, socio ogy, and other social science and managerial courses. 

A compreh · · . 
ensive education on international issues, cultures and perspectives was 

seen as desirable b 
Y 17 of the respondents, for a mean of 4.2 (on this issue, every 

acadenu· 
c respond 

ent agreed, for a generated scholarly mean of 4.55, compared to a 

lllean of 3 78 £ 
· or the practitioners). But the most support came for a background that 

did not specify . . 
acadenuc training: a clear understanding oflocal politics, media, culture, 

langu 
~~th h 

' 
0 er local factors. Fourteen of the respondents strongly supported t at 

Prop · . 
os1tion and . 

' another six agreed with it, for a mean of 4. 7. 

Even With all of these statements and the numerical support that they elicited, this 
Still ffc . 0 

ers Just a skeletal overview of attitudes toward education. It may be that basic 
Skill 

s for inte · . · d d fc 
rnational pubbc relations are universal, and that uruversal stan ar s or 

PUblic rel . . 
ations education are desired. It also may be that public relations pract1t10ners, 

at head 
quarte 1·fi d t erform their rs and particularly at the local levels, are not fully qua I e O P 

tasks in am . 
uitmationaJ program. 

Several b · . . · t·ll are left unanswered. asic questions on training and quahficat10ns s 1 

Thes · 
e Include· ( ) . . . . d d for public relations · a Is it possible to have an mtemat10nal stan ar 

educat· 
Ion that particularly addresses basic skills? (b) If so, what would that standard 

entail? ( . · 1 
. c) Are the standards and skills for global strategists different for those m loca 

Po·· 
Sttions? a d (d) . . ufficient for teaching those 

n Are pubbc relations education programs s 
stand d. 

ards and skills?. Th t·ons could be asked in future stu 1es. ese and many more ques 1 
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Research Proposition #7 

The seve th n research · · . proposition on international public relations stated: 

In an excellent mult" . . . . . . 
Would fost d. . mational orgamzatwn, hmng and promotronal practices 
,, . er ivers1ty by ofli . I .. Intnoritie " h ermg equa opportumt1es to women and 
Inainstrea s ~t ose who typically are not accepted in the cultural 
Would be tm) 10 e~ery country. Particularly, the organization's philosophy 
and Who h O re~rmt and promote individuals who are empathic to others 
cooperat· ave ingrained the two-way symmetrical values of respect, 

ion negot· t· ' •a wn, and compromise. 

This pro . . 
position was included with suspicions that it could be controversial in a 

World With d. 
ivergent v· D . iews on human rights. Often referred to as "the melting pot, " the 

lllted St 
ates traditio 11 . 

A.] na Y has attempted to accommodate people from vanous cultures. 
though 

not free of . . . . . 
. . problems, the Uruted States in many ways is uruque m this cultural 

assimilation. 
People fr · d. om many cultures view gender issues and equal opporturuty 

iiferentJy th 
an do Am · · d h ld b encans. Nevertheless, things are changing aroun t e wor as 

Oth of h 
t ese issue .. T s are brought to the forefront by media and activist groups. 

herefore . 
' It Was im · · · · bl portant to mclude the proposition as a possible genenc vana e. 

The rnaio ·t f · h h ·d 1 
:i n Y O respondents in round one -- 13 in total -- agreed wit t e 1 ea s 

on hi. 
ring equity. An 

d yet, most of those who agreed added caveats or reservations to 
their co 

Inrnents C · h 1· · · d t · omments included: "I personally agree. But I find t at rea 1ty is tie 
0 

the existing 1 · · d d 
cu turaJ practices " Or "I agree on the whole. But agam, it epen s on 

th . ' ' 
e cult 

Ure of the . f'Wh · R.. country m question . . . . The general principle must be one o en m 
0 111e 

coupled with a reformist tendency towards the promotion of human rights." 
Other 

cornrne t . II d "Th n s were, "I agree, because of logical and normative reasons, an , ese 
orga . 

lllzation l a values are possible in the future in my country, but may not [be J for now. 
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A lot of racial and sexual discrimination still takes place in the work place. " 

Five panel members supported the proposition, yet expressed an ideal of hiring 

the most qualified (some with this position were women). One panelist explained, 

"There should certainly be equal opportunity for all. The best person should get the job 

whatever their sex, religion, or physical situation. r would be opposed to a policy of 

filling 'quotas."' Another said, "Before hiring minorities, depending on sex or on race, 

the important thing is to hire people who are qualified in public relations practices in 

every country." A third concurred: "The ideal of integrating minorities should not 

interfere with the development of competence, expertise, and professionalism." 

The proposition appeared to at least three panelists as an imposition of western 

(specifically United States) cultural values on their own traditions. Dissension arose 

mostly from those whose cultures exercise strong, inherent restraints against employing 

women or minorities. The most adamant negative response to this proposition came 

from a country strongly influenced by the Muslim religion. This respondent said, 

"Multinational organizations should not hire women unless they are supposed to deal 

with the 'women' public directly. In fact, they are not allowed to hire women for jobs 

where interpersonal communication with men is required and where men can do the job." 

From Japan, where cultural constraints come more from male dominance than 

from religious ideology, and where everyone who is not full-blooded Japanese raised in 

Japan is considered a foreigner, a panelist said that women are "still 'minorities' in the 

business world." Well educated women there are hired by prestigious multinational 

organizations "which are not as chauvinistic as Japanese counterparts." (Ironically, this 
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male Japanese respondent supported the proposition.) 

Even a participant from the United States viewed this proposition as imposing 

American cultural values upon other countries with differing cultural influences. But he 

extended the discussion to more fundamental roots than the hiring of minorities. 

"American values are resented and viewed as undesirable in many cases, with 

considerable justification, 11 he said. "Countries look at United States unemployment 

rates, divorce rates, drug use, exposure of corruption in the media and politics, lack of 

cultural support for public health care, numbers of people in United States prisons, etc. 

The result is that the values we honor are not seen as values but as reasons for decay. 
11 

The range of responses for this proposition was narrower than I had anticipated; 

only four statements were generated from the first-round discussion. Still, the responses 

elicited valuable data. They are shown in Table 10. 

Table 10: Round 2 Statements and Means Related to Proposition #7 

SA A N D SD M 

(5) (4) (3) (2) (1) 

S34 In equality hiring, the MNO must be responsive 

to culture of each country (when in Rome ... ) 4 10 5 0 3.65 

S35: Do not see MNOs bucking local cultural 

practices where discrimination is the norm 2 5 7 4 0 3.28 

S36: Only criterion for hiring should be, is this 

person the best one for the position? 6 11 0 416 

S37: Agree with need for representative diversity 

in PR departments or firms 4 11 3 0 3.95 
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Three of the statements related to Proposition Seven (#34, #36, and #37) 

addressed the normative state of hiring and retention of international public relations 

employees. The other statement (#35) examined the more pragmatic view of what 

multinationals would probably do under current circumstances. Results for the 

statements, like those in round one, indicated broad ranges of opinions. 

Statement #3 7 proposed the need for representative diversity in public relations 

units. Fifteen of the panelists agreed with the statement (four of them strongly), and only 

one disagreed, for a mean of 3. 95. yet, when statements were presented that placed 

other values over representative diversity, the panelists agreed with those statements, as 

well. Seventeen of the panelists agreed (six strongly) with the statement, "the only 

criterion for hiring should be, is this person the best one for the position?" That mean of 

4 .16 represented even stronger agreement than the mean for representative diversity . 

The mean of3.65 was not nearly as supportive for another statement that multinationals 

must be responsive to local cultures in hiring (the "when in Rome" syndrome). 

Nevertheless, 14 of the 20 who responded agreed with that statement. It may be that 

ideally, the panelists would approve of representative diversity, but when it actually came 

to the hiring process, they would support either doing things in the typical way for the 

given country or merely hiring the "best person for the position." The latter choice, 

however, begs the question of what criteria are used to determine the "best person" . 

The practical view, indicating what multinationals would actually do in a hiring 

situation, was represented by Statement #35. It purported, "I do not see multinational 

organizations bucking local cultural practices where discrimination is the norm." This 
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statement was similar to the "when in Rome" statement, only it included the actual 

choice of discrimination if that were the local tradition. The results for that statement 

were the most mixed of all, with the mean of 3 .28 sliding toward the neutral position. 

Therefore, it may be that the panelists would prefer keeping with local traditions unless 

those traditions included obvious practices of discrimination. 

Because the statements dealt with equality, I examined the responses by gender 

to determine whether men and women differed significantly in their opinions. Strangely, 

the means were almost the same across all four statements related to this proposition. 

The only real difference, which an ANOV A did not show as significant, came on 

Statement #34, about "when in Rome." The female respondents displayed a greater 

tendency to disagree, with a mean of3.43 , compared to the male mean of3.85. Three of 

the four panelists who disagreed with the statement were women. Although the 

women's mean still edged slightly toward agreement, the tendency for lesser agreement 

than the men probably comes because women are more often recipients of discrimination 

when hiring decisions are left to local managers operating under local mores. 

The other surprising result came on Statement #3 7, on the need for 

representative diversity. The men from countries where diversity in hiring would seem 

to be the least likely (Saudi Arabia, Japan, China) actually generated the most supportive 

mean of all the respondent groups -- 4 .25 compared to the total mean of 3 . 95 . Perhaps 

this comes from men who have had exposure to western values and see their country 

hiring practices as needing change. 
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Research Proposition #8 

The eighth research proposition on international public relations stated: 

Because the organization faces a turbulent, dynamic environment 
internationally, the public relations program is structured to be flexible and 
adaptable to that environment, worldwide. 

In round one, flexibility and adaptation were seen by most of the respondents as a 

valuable asset for international public relations, but often only if the adaptation is at the 

local level. The proposition received support from 16 of the respondents, but six of 

those suggested that this flexibility would work only if it were attached to local units. 

Three of the respondents expressed opposition to the proposition. 

Among those who agreed with the proposition, there were comments like: 

"[Flexibility] is the foundation of the very idea of symmetry, that the top management of 

the corporation should also adjust to the real world, and change in accordance with the 

results of the two-way communication process." The respondent suggested "open-

mindedness, research, commitment to professionalism, courage to speak up, etc.," as the 

keys to a flexible program. Another panelist suggested, "If the strategies are based on a 

qualitative high-standing research, then the public relations programs should not only be 

adaptable to the environment in each country, but also flexible enough to react in an 

appropriate way, if something is changing very quick. 11 

One person expressed support for the proposition, but said, "I do not see a lot of 

movement here internationally. 11 The respondent seemed confident, however, that 

change will eventually occur. "The pressures of global opinion will cause the change, 

and I see evidence of this continually in my travels," he said. "American organizations 
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have not yet experienced a lot of public opinion pressure from social groups outside the 

United States, " he added, but asserted that this pressure will come when these "external" 

social groups influence "internal" social groups to apply it within the United States. 

As mentioned, several supported flexibility only if implemented in the local 

countries. One panelist cautioned, "Flexible and adaptable means local not headquarters 

control. That is, local initiative is required to work with forces in the local turbulent 

environment to head off issues or crisis. Only local bodies can develop symmetrical, 

win-win relationships with local groups/activists/governments. Headquarters can't." 

Another wrote, "A decentralized structure that pays attention to local circumstances will 

promote the necessary flexibility." yet another stated, "A successful public relations 

program · · · can be adaptable if it leaves details to local practitioners and if it allows them 

to create, plan, and execute their own special mini-projects/programs/campaigns." 

As with other propositions, a few suggested a balance of programming between 

headquarters and local units. One person explained, "Strong headquarters leadership is 

essential, but it should be supported by [a] strong regional structure which is very well­

informed and in close interactive relationships with local offices." Another said, "In an 

international context, [ a J multicultural approach is necessary as well as cooperation with 

local experts, public relations practitioners, and public relations consultancies." 

One participant outlined a possible delineation of roles. The panelist said, "The 

multinational organization should provide local public relations management a thorough 

briefing on facts, goals, resources, and the backbone of their strategic ideas about the 

public relations program, and let the local practitioner offer their ideas about local and 
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international programs. Headquarters would then gain insight about local conditions, 

resources and possibilities and would profit from the input of global-minded proposals. 

Headquarters could then allocate better its global financial resources to public relations." 

Five declarative statements related to flexibility were produced from first-round 

comments. These statements and their numerical responses are shown in Table 11. 

Table 11 : Round 2 Statements and Means Related to Proposition #8 

SA A N D SD M 

(5) (4) (3) (2) (1) 

S38: Successful PR should be highly adaptable to 

several environments 9 11 0 0 0 4.45 

S4 1 It is more important for 1,1]\l"Os to be flexible 

than for domestic organizations 7 5 5 3 3.67 

S42: Flexibility means PR must be based on 

research and environmental scanning 11 9 0 0 4.48 

S39: PR agencies give 1,1]\l"Qs greater flexibility 2 7 7 2 2 3.25 

S40: Multinational PR firms may be as urrresponsive 

to local cultures as the client 1,1]\l"Qs 6 9 0 3 3 3. 57 

These statements explored three different aspects of adaptability· Statements #3 8 

and #41 addressed the question of whether adaptability is important in today's society, 

particularly in the dynamic international environment. Statement #42 suggested that, 

assuming flexibility is necessary, it must be based on environmental scanning methods. 

Finally, two of the statements, #39 and #40, again addressed the role of public relations 

agencies regarding the ability to adapt. 
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Overall the . 
' panelists supported the concept of adaptability. Nine strongly agreed 

that fle ·b·1· 
X1 1 Ity is crucial · , 

in todays world. Eleven more agreed that successful public 
relatio 

ns adapts to se 1 . 
vera env1ronments, creating a strong agreement mean of 4.45 for 

Staternent #3 8 
No o d. 

ne 1sagreed with the concept. 

Results wer 1 
e ess definitive, however when respondents were asked to compare 

~ ' 
e need for flexib .. 

ihty between multinationals and domestic organizations. Twelve 
agreed th 

at multi t· . 
na Ionals must be more flexible but four disagreed with Statement #41 . 

The ' 
rnean of 3 67 J . 

· eans toward agreement, but not strongly. Interestmgly, though, the 
llleans b 

~~~m . 
en and women were significantly different on this statement. The men's 

lllean Was 4 21 . 
· ' showing that they strongly agreed that multinationals must be more 

tleXib 
le than d . 

omestic organizations. The women's mean, by contrast, was 2. 57, which 
leans 

toward r h 
s ig t disagreement. 

This is · . . · h 
Particularly interesting in light of the opposite gender reactwn to t e 

staternent ab . 
out excellent domestic and international public relat10ns. Why would 

Wolll 
en strongl b . . . d 

. Y eheve excellent public relations is different m domestic an 
intern . 

ationaJ settings, yet feel that it is no more important for multinationals than for 
dome . -.,, sties t 

o be flexible? Why would men see little or no difference between the two 

rea1Ills of p br .b T . h 
u IC relations, yet acknowledge the need for greater flexi I ity m t e 

llluitinat. 
10

na1s? It would h h h ld be a correlation there, but exactly the · seem t at t ere s ou 
opposite w 1 h 

as shoWn in the results. That dichotomy mandates additiona researc . 

When asked about whether flexibility necessitates research and scanning, the 
Panelists 

Were supportive. Eleven strongly agreed that research is an indispensable 
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cornp 

onent of adaptability. Nine more agreed, and none of the panelists disagreed. This 
again created 

a strong agreement mean of 4.48. This indicates that to have the ability to 
quickly adjust to . . 

environmental changes, public relations people do need to remam 
abreast of their . 

publics through constant scanning programs. 

The final exploration centered on whether public relations agencies help or hinder 
an organjz . . . 

ation 10 Its adjustments. As in issues about agencies raised earlier, the 
agencies d. d 1 

not score well. There was only slight agreement (a 3.25 mean) that 
agencies hel . . 

P multmat1onals be more responsive. But 15 of the panelists also agreed that 

rnuitinationaI . . . . 
public relations firms are no more flexible than the1r clients. Six panelists 

believed oth . 
erwise. This does not indicate disfavor toward agencies in general, but 

rather a prefc . . . 
erence for local agencies. That seems like a natural mclmat10n, but does not 

resolve the d . . . . 
nee for scanrung publics and situations that are supranat10nal m nature. 

Specific Propositions for International Public Relations 

When the study was conceptualized, the need for testing the specific propositions 

Was different fr ·t· ns came from 
om that of the generic propositions. The generic propost 10 

theories · d l l · 
uzuque to public relations but because those theories had been teste arge Y m 

' 
the Dnit d . . I 

e States or oth . 1 . I t d to subiect them to multmat10na er smg e countnes, wan e :J 

experts in ma . d th · c 
ny countnes at the same time. Therefore, in this stu Y, e genen 

Propositions always . d b . that could motivate the respondent to were accomparue y quenes 

think: through about th . . . . al setting as well as in their own country. e propos1t10n m a uruvers 
fuo~ . . 

er Words I want d th d t the question "How wdl do these genenc , e em to respon o ' 

Proposition · t?" 
s truly play out in a multinational env1ronmen · 
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The specific variables, by contrast, assimilated theories from outside as well as 

within the public relations field . Culture, language, development, and political systems 

already were believed to influence organizational practices in the multinational realm. 

Those variables, along with activism and media influences, now would be examined in 

this study for their specific effect on public relations in different countries. Some of the 

specific variables had been tested in individual countries (activism in Taiwan, for example 

-- see Huang, 1990), but I wanted the feedback of a multinational group as to their 

relevance in international public relations. So, these propositions asked respondents to 

delve into whether the variable truly does affect the practice of public relations in their 

countries. If so, how does it affect the practice? And, does it affect the practice 

differently for multinational organizations than for domestic organizations? 

Based on the responses, the specific variables do seem to affect local public 

relations. The variables all generated virtually unanimous agreement, and there seemed 

to be less dissent here than for the generic variables. Nevertheless, the propositions 

generated insightful comments and discussion. This discussion is included below. 

Research Proposition #9 

The ninth research proposition on international public relations stated: 

A nation's level of development will affect the practice of public relations. 
A local component of an excellent international public relations program 
will adjust to the particular nation's level of development and develop 
effective programs of communication to respond to that environment. 

Although 16 respondents agreed with this proposition in the first round (versus 

two who clearly disagreed and five who were neutral), responses were tempered by 
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significant confusion over the term, "level of development." One panelist asked, 

"development in whose eyes?" Another said that development is defined in different 

ways by different people, and that it "will tend to vary with the environment." One 

respondent argued that Gross National Product (GNP) formulas used to measure 

development are misleading and inappropriate. he argued that in the northern United 

States, harsh winters raise the costs of keeping warm; "thus, a thousand dollars is less of 

a value in northern Minnesota than in sunny Arizona." He also stated that there may be 

more similarities in development between New Delhi India and New York City than ' , 

between New Delhi and its surrounding country. 

Generally, however, panelists agreed that development affects local public 

relations. As one stated, "Academics and practitioners need to take this very seriously." 

According to the panel, development determines literacy rates, the extent and quality of 

communication resources ( numbers of newspapers, frequency and reach of television, 

radios, and computers), quality of education, and other resources. One person said, 

"The development that is necessary is democracy, open record laws, free news media, 

advancements in communication abilities, recognition on the part of media of[their] 

investigative responsibilities, the ability of the public to influence the operation of the 

social system through government channels," and other factors. Another wrote, "Public 

relations deals with the public and the public is part of the development level/process. 

The state of transportation, health, education, average income, to name a few need to be 

considered when practicing public relations in any part of the world. They affect types 

of programs, services, communication tools, and communication messages." 
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Four of the panelists said that level of development not only affects the practice 

of public relations, but also can be correlated directly to the evolutionary status of the 

public relations field in the country. A representative comment was, "The more 

developed a nation, the more developed the organizations that operate within that 

country. The more developed the organizations, the more developed the dominant 

coalitions' corporate strategies. The more developed the corporate strategies, the more 

likely there is recognition of the importance of public relations." Another suggested, "In 

too many developing countries, the heritage of colonialism and entrenched elites created 

by it contribute to knowledge, resource, and power gaps which inhibit flexibility needed 

to achieve excellent public relations in environments which ... tend to be turbulent." 

Two of the respondents who agreed with the proposition asserted that lower 

levels of development would actually be an advantage for the practice of public relations. 

One stated that, "A nation's low level of development allows you to develop your own 

communications environment, it gives you more freedom to do this, as opposed to 

adapting to one that is already structured." The other added, "Populations of the more 

developed countries tend to be more cynical and less inclined to believe what they hear 

through the rumourmill or, for that matter, from a public relations programme." 

Of the two respondents who disagreed, one argued that public relations "will 

presumably not be greatly affected by 'level of development', "because the local expert 

will 'translate' message content into a language compatible with the local culture and 

acceptable to its inhabitants." The other viewed the notion as "culturally imperialist." He 

said, "Most multinationals are after all trying to introduce western consumer culture, 
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which may actually work against "development" for that nation. The true answer may be 

that public relations needs to take into account all conditions within that country and 

develop responsive programmes which benefit the organization and the publics." 

Six declarative assertions surfaced from round one about the impact of 

development. These centered on what exactly level of development means, and on 

whether the correlation between development and public relations is positive or negative. 

The statements and their numerical responses are listed in Table 12. 

Table 12: Round 2 Statements and Means Related to Proposition #9 

S45: GNP is slippery concept; if development means 

GNP per capita, it doesn't affect PR practice 

S46: Development does not affect PR because local 

PR component will adjust to local situation 

S47: Low development gives freedom to develop own 

communication environment 

S48: Low development affects avenues and content of 

communication, publics, education, etc. 8 

S49: Most !vfNOs are trying to introduce Western 

culture, which may work against development 4 

S50: In many developing nations, entrenched elites 

contribute to gaps in knowledge, power, etc. , 

that inhibit flexibility needed for excellent PR 3 
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SA 
(5) 

2 

7 

8 

5 

12 

6 

A 
(4) 

4 

6 

5 

0 

2 

5 

N 
(3) 

7 

3 

8 

5 

7 

0 

D 
(2) 

6 

3 

0 

0 

SD 
(1 ) 

0 

M 

3.10 

3.24 

2.71 

4.40 

3.30 

3.40 



The first round analysis has shown that adequately defining level of development 

was one of the main problems with this proposition. Statement #45 addressed this 

problem, arguing that the traditional economic marker Gross National Product, is a 
' 

"slippery concept." It challenged the traditional economic view, adding that "if 

development means Gross National Product per capita, then it does not affect public 

relations practice." This statement elicited mixed opinions: in addition to seven neutrals 

or uncertains, two of the respondents strongly agreed, four agreed, but six disagreed, for 

a "slippery" mean of 3 .1. 

The responses to Statement #45 perhaps represented a microcosm of society, 

which is undergoing a debate about Gross National Product as an indicator for 

development. The GNP has become politicized because it is linked to power and 

resources . Environmental groups argue that diminishing natural resources on the earth 

have economic value that is ignored in GNP calculations because it is immeasurable. 

Yet, others recognize that the index still has some valid correlation to the economic 

status of nations. Perhaps those panelists who disagreed with this statement are among 

those who believe that GNP does adequately indicate development levels, and that those 

countries low on the index have roadblocks to effective communication processes. 

Three statements examined the relationship between low development and public 

relations practice. Statement #4 7 highlighted the optimistic stance that "low 

development gives freedom to develop your own communication environment, 
11 

unencumbered by past communication traditions (or, in the case of the United States and 

other countries, journalistic roots) . However, this statement was not well received by 
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the panelists: six supported it, five were neutral or undecided, and 10 disagreed (three 

strongly). The mean of2.71 correlates with that of the previous statement. Apparently 

the panelists again believe that communication freedoms are difficult to acquire or to 

logistically assimilate into a poorly developed country. 

The other two statements offered reasons why low development may negatively 

affect public relations. Statement #48 provided a logical follow-up to #45 and #47; it 

gave the panelists the chance to openly state their opinions on whether "Low 

development affects avenues and content of communication, publics, education, 

etcetera." Although it was not specified that these things are negatively affected by low 

development, the panelists most likely recognized the implication. Eight strongly agreed, 

12 agreed, and no one disagreed or was neutral. The mean of 4.4 again strongly shows 

that the panelists believe low development levels have a negative effect on 

communication channels and capabilities. 

Statement #50 correlated low development to entrenched power elites and 

traditions. It argued that when these exist, the concommitant gaps in knowledge and 

power inhibit the flexibility needed for excellent public relations. There was not strong 

agreement to this statement, but the mean of 3. 4 leaned slightly toward support. 

However, there was a tremendous disparity in means between the scholars and the 

practitioners on this statement. The practitioner mean was 2.56, while the mean for 

scholars was 4.1 (and none of the scholars disagreed) . Thus, the scholars leaned 

strongly toward agreement, but the practitioners slightly disagreed. The F probability 

between these groups was a significant .0004. 
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I 
I Statement #4 

6 associated the . 
argued that r issue of adaptation to level of development. It 

' egardless of the l l c eve of develo .a:: · 
0mponent . pment, an euective local public relations 

Will adjust t . 
d
. 0 the situation T Isagreed . · en respondents agreed to this statement, but six 

'again c . reatmg a "soft" 
Possibilit mean of 3 .24. However, the results may indicate the 

Yofan excellent local co country• mponent of public relations regardless of the host 
s econ · . 

omic situation 

The fin l 
a statement for di . . . 

that still . scussion m this grouping, #49, addressed the concern 

eXIsts amo 

b 
ng many sch 1 . ased . 0 ars m developing nations: that most multinationals are 

zn the,, 
Western nations " d cultur 

1 
' an are therefore vehicles for introducing western 

a values . 
mto the devel . brought . opmg world. The statement asserted that these values 

zn from . 
outside can received . actually harm the developing countries. The argument 

nuxed su . 
PPOrt -- £ disagree our strong agreements, six agreements, and eight who 

d, for a . 
n mconcl · usive mean of 3 .3 

A. summ ary exami · lllode nation of these combined statements, then, shows only 
rate su 

PPort for the . . . relat · propos1t10n that level of development affects local public 
Ions Th 

. e most r negat· so Id support came for the argument that low levels of development 
1Vely 

affect local . . caPab· . . practice because they inhibit some of the mfrastructures and 

ditzes 
needed for 1 · . the e a so id program. The scholar group, at least, also believed that 

ntrench 
ed trad·f reguJ . I ions and elite groupings can aggravate these problems for the 

ar czti 
Zens ofth llJ.uJ . e country. There was limited support for the argument that 

tinat1·0 nal s contribut hil hi · · that e to local problems by bringing western p osop es mto nations 

may n 
ot Want or be prepared to receive these value systems. Panelist response also 
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Indicated that . 
multinational bl" . 

p b pu IC relations should be able to offset any of these 
ro lerns b . 

y adJusting at the 1 
Onl 

1
. . ocal level. However, the results of these statements allow 

Y 1rntted 
confidence in d 1 eve opment as a local factor for public relations. 

Research Proposition #IO 

The tenth research . . 
propos1t1on on international public relations stated: 

The Political s . 
local com ystem of a grven society will influence public relations. A 
respond t ponent 0 ~ an excellent international public relations program will 

0 and hurld relationships with whatever political entity it faces. 
Th · e tenth pro .. 

g 
position on how much the structure and philosophies oflocal 

overnrn 
ent affect th . 

e way public relations is practiced. In round one, the respondents 
generally 

agreed that r . . 
po Itlca1 systems are one of the most important factors behind what 

Practitio 
ners can do. . 

d" m a given country. Exactly how the practice was affected by 
tfferin 

g Political situ . . . 
ations, however, fostered a wide variety of opm10ns. 

E" tghteen of th 2 . . e 3 respondents to the first round clearly agreed that poht1cs 
affects . 

PUbhc relations. 
0 

. A few of those offered specific examples as to how this happens. 

ne repres . entative 1· t· . . , . . , f 
th Is mg mcludes: "(a) possible control, censorship or superv1s10n o 

e media. (b) . 
' links f h · · · h 0 t e financial and entrepreneurial commurut1es wit government 

and P 1· o Itical . . 
. Parties; ( c) lobbying, politics linked to specific groups of mfluence; ( d) 

POiitics r 
Inked to j" . . re 1g1on; ( e) unstable politics that affect media results as a consequence 

of media 
space· (f) h d · 1· · l · · ' t e link between the economy of the country an its po 1t1ca s1tuat10n 

may hi 
nder/fost . . . . ) h h bl. er pre-existmg public relat10ns programmes, and (g w en t e pu ic 

relat· . 
ions Progr · · 1 · (B · · h 

amme includes decisions taken by deferring pol1t1ca parties nt1s 

spellings). " 
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Several of the panel members argued that public relations cannot exist in 

totalitarian regimes. One said, "In political systems without freedom of speech and 

other related political freedoms, there is no room for public relations. 11 Another 

Concurred : "Clearly symm t · bl" f 11 d 
' e nc pu IC relations requires empowerment o a groups an 

strata of society. And that empowerment is difficult to achieve at best in totalitarian 

societies with huge resource and power gaps." A third said, "Certainly, it is difficult to 

believe the public relations industry is able to flourish in countries like Iraq, Iran, 

Somalia, or North Korea." One respondent however took a swipe at public relations 
, ' 

in democratic societies, as well. He said, "I definitely don't agree with that old truism 

that public relations helps democracy; quite the reverse in many cases." 

Lobbying was shown as one example of government influence that can work 

either for or against organizations, depending on the country. In one country, the 

government fosters lobbying as the main role of public relations, "because no other 

approach is successful in influencing the government structure." Other states ban or 

strongly inhibit the practice. Even in a democratic country like Japan, for instance, 

. . . . · 0 murky bureaucrats "open lobbying IS almost Impossible because the political system is s ' 

. nl have strong political are so powerful and hard to deal with for an organizat10n u ess you 

. . . sent your company's connections. Industry associatJons which are supposed to repre 

W d n't have grass roots interest are created and controlled by the government. e 0 

. . . c. fr m powerful and hardly lobbying because citizens and mterest groups are 1ar o 

participate in politics." 

. 1 d.l s that face multinational Many respondents acknowledged the ethica 1 emma 

259 



organizations in certain totalitarian countries. Those who broached the subject had 

differing opinions on what organizations should do in these circumstances. Some said 

multinationals should not support or build relationships with "oppressive dictators" 

because it would violate "higher ethical and moral standards II that should be universal. 

Others asserted that organizations should build relationships with regimes of all types, 

for the very purpose of raising every goverrunent to a "universal" moral standard. 

Of those who believed organizations should shun oppressive governments, one 

commented, "International 'excellent' public relations, which is based on a symmetrical 

philosophy, cannot build relationships with every political structure in any country, 

because this would be an inherent discrepancy between the philosophy and the real 

communication structures in such countries." Another said the public relations field 

should not condone relationships with despotic governments. "The ... profession should 

learn from the medical profession, 11 the respondent explained, "and not build relationships 

· 1· · I · I h · h t some point contribute with po 1t1ca , comrnerc1a , or ot er types of systems whic may a 

to hampering professional performance." 

A variety of comments were presented by the panelists who said that 

. . . . . . t One wrote, "I orgaruzat10ns should burld relationships with all types of governmen s. 

. . . . . nnot build relationships don't think there are poht1cal systems where public relat10ns ca 

And this point justifies with the government. The point here is how and by what means. 

• 11 Two others explained similar the need for local adaptation of public relations programs. 

"The c:ormula is to be as apolitical as possible philosophies behind building relationships: 11 

. . . . · cess and society's right to while mamta1rung an image of support for the democratic pro 
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participate, regardless of what party is governing at the time," said one. The other 

added, "Proper public relations should always position the organization as a neutral 

business entity, but in good relations with whoever political entity one faces." 

A couple of the participants offered more balanced perspectives on this ethical 

dilemma, showing the advantages and disadvantages of either approach. One explained, 

"In one hand, I think public relations should not build relationships with whatever 

political entities it faces regardless of its characteristics. In the other hand, public 

relations should exploit any means to help organizations achieve their goals, including 

building relationships with any political entity it faces." Another deliberated, "It is a 

matter of ethics whether a corporation should or should not adapt to the rules of any 

government. Clearly, a profit-oriented corporation may adjust to any rules, just to earn 

money, risking at the same time to be condemned by world public opinion for 

cooperating with 'corrupt' regimes, or a government violating human rights ···· Top 

management is also exposing its ethical standards by cooperating with, and possibly 

supporting, corrupt dictators, famous for torturing their own people." This panelist 

suggested the United Nations Charter of Human Rights or the annual report from 

Amnesty International as possibly "helpful documents" in this connection. 

Five declarative statements on the political factor were generated from this first 

round discussion. The statements addressed the question of whether it is possible to 

conduct public relations in some countries, as well as the ethical ramifications of building 

relationships with despotic governments. These statements and their numerical 

responses are included in Table 13 . 
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Table 13: Round 2 Statements and Means Related to Proposition #10 

SA A N D SD M 

(5) (4) (3) (2) (1) 

SS l: PR should exploit any means for organization 

to achieve its goals, including building 

relationship with any political entity 4 2 3 6 5 2 70 

SS2: PR should not tie in with shifting political 

systems; rather, it should expose violations of 

widely accepted standards of ethical behavior 9 5 3 3.32 

S53: To be successful, it is necessary to adapt to the 

political system of a given society 0 13 6 0 3.35 

SS4: In political systems without freedom of speech 

and other freedoms, there is no room for PR 7 9 2 2.80 

SSS : Political systems have more effect on 

multinational PR than cultural factors 2 3 3 6 3 2.71 

Two of the statements in this grouping, #54 and #55 , discussed the specific 

impacts of political systems on international public relations. Statement #54 asserted 

that where there is no freedom of speech or other freedoms, public relations is not 

possible. As shown, opinions on this were mixed. One of the panelists strongly agreed 

and seven agreed; however, nine disagreed and two strongly disagreed. The mean of2 .8 

leans toward disagreement, but is inconclusive. This shows that some of the panelists 

believe public relations is strongly subject to political systems, while others apparently 

believe public relations can operate regardless of what type of political system is in place. 

Statement #5 5 declared that political systems have a greater impact on 
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multinational public relations than cultural factors . The majority ofrespondents (nine) 

disagreed with this statement ( only five agreed, three were neutral, and four more chose 

not to anwer the scale). The potential problem with a statement like this is the old 

"chicken and egg" dilemma. Does the culture of a given society determine its political 

system, or does the political system eventually create a culture? While this was probably 

factored into the responses, some of the recent ( and rapid) changes in political systems 

around the world might indicate that politics are much less stable than culture. 

The first three statements discussed how public relations should respond to 

political environments. This is an important consideration due to ethical dilemmas that 

arise when dealing with political systems that suppress human rights. Statements #51 

and #53 broached the necessity for adaptation, but with entirely different approaches. 

Statement #53 discussed adapting to whatever system is entrenched, while 

Statement #51 proposed that public relations "exploit any means" to help organizations 

achieve their goals (including building relationships with current political entities). On 

the surface, these two concepts may seem identical. If they were interpreted as such, 

the responses to these statements should have been similar. In reality, however, the 

opinions were quite different. Thirteen respondents agreed to Statement #53 about 

adaptation, and six disagreed, for a mean of 3 .35 (not a strong indicator, but leaning 

toward agreement). By contrast, 11 panelists disagreed that public relations should 

exploit any means to achieve goals. Only six agreed, but four of those six strongly 

agreed. Nevertheless, the mean for Statement #51 was 2.7, which leaned toward 

disagreement. Perhaps the difference in these responses evidenced a negative reaction to 
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the word "exploit." But it also could mean that panelists believe it is necessary to adapt 

to any system in order to implement a public relations program; but it is not necessary to 

build relationships with political entities that are seen as unethical or exploitive. 

Adaptation for political systems was further tested with Statement #52. Using a 

converse approach to #51 , the statement contended that public relations should not ally 

itself to shifting political systems. Rather, it should be a vehicle for exposing political 

violations of universal standards for human rights. Ten of the respondents agreed with 

this statement, and four disagreed, for a mean of 3 .32. Again, this is not a strong 

indicator, but it does lean toward agreement with the statement. This tends to support 

the overall disagreement panelists had to the exploitation of any means to achieve goals. 

In summary, it seems that the panelists were divided about whether certain 

political systems can preclude public relations activity. The responses could have been 

tempered by the notion that political winds are shifting so dramatically today, there is 

confusion about what those changing politics mean for public relations. In the past, 

systems were examined in their relatively stable state __ in other words, the question was 

how can public relations function in a stable totalitarian state. Certainly, additional 

studies now are needed that examine public relations in rapidly shifting systems. 

Regardless of which political system is in place in a given country today, however, the 

panelists seemed to believe that public relations must adapt to these local political 

environments in order to be effective. Public relations should not, however, adapt to the 

point of sanctioning and building relationships with diabolical political entities. 
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Research Proposition # I I 

The eleventh re h . . . 
searc propos1t1on on mtemational public relations stated: 

.An excellent int . 
indicat ernatwnal public relations program will respond to varying 
Cultur ~r~ 0 ~ cultural differences within and between each country. 
given/ 1;ndicators (specific ways of doing things that help distinguish a 
thern bu ure from other cultures), and the way an organization deals with 
each ~ ecome very important to the success or failure of the organization in 

ountry. 

Predictabl h . 
v . Y, t e results of both rounds clearly depicted culture as an important 
anabie affc . 

ectmg public relations. In the first round not one of the 23 respondents 
debated . ' 

against cult · 
ure as an influence on international practice. On the contrary, most 

of the Pan 1· 
e ists used t 1·k " . d. h . enns I e, "Yes, absolutely," or "I strongly agree, to m 1cate t e1r 

feeiin 
gs about thi . . 

s Propos1t1on. One even said, "Indeed, it would be arrogant not to 
Underst 

and that d.ffc . . 1 erent cultures may require different methods of 1mplementmg a 
Parr 

icuiar Public . 
relations strategy." From the collective strength of the responses one 

llli ght cone! d 
u e that culture is the most important local variable. One panelist, though, 

ar01, 
~ued that" . . 

Political systems are more important." 

What r · d · ffi t emams to be explored is why is culture a factor, and how oes It a ec 
Public r 1 . 

e ations in th · . . . 1 dents offered e multmat10nal orgaruzat1on? Severa respon 
sugge . 

stions o h d · · ht h 
n ow culture affects public relations. Others supplie msig s on ow 

lllultinat. 
ionaJs c . . 

an orgaruze to effectively address this factor. 

There seem to be myriads of cultural indicators that have an impact on the 
Pract· 

ice of b. "b d 
pu he relations. Some factors listed by a group member were O Y 

langu 
age, customs colo . b 1 1 nguage etc [that] differ from country to , r, image, sym o s, a , ·, 
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country_" 
Another p 1. I ane 1st listed "la . . 

eveJ ofp 1. . nguage, rel1g10n, general public political awareness 0 1ticaJ · ' 
activeness and bf . 

A. third . ' pu Ic awareness of nghts, responsibilities, and limits " 
specrfied " · 

conununication st I d 
CUiture Ye an competence. 11 One more included "languaae 

' sense of ti t:, ' 

Ille, corporat t 
norins es ructure, environment, and gender roles. 11 "Values 

' tastes ' 
d. ' and especially visual . 

1.tferen expenences and message-structures are different in 
t countries " . 

' said Yet another. 

Several . 
Panelists disc 

acc0Illni ussed what multinational organizations should do to 
Odate th 

h e cultural variabl "M 
t eir Value e. ost people are very sensitive to anything affecting 

systems " . d 
When it ' sai one panelist. This means a multinational entity must be careful 

enters ah 
ost country to e h . d 1 . . d h . . Seen a , nsure t at 1t does not offen loca citizens an t at 1t 1s 

sconce 
med about th 

cultu e country. Another respondent indicated, "Awareness of 
ra1 differences 

see.ms cru · 1 ·f k respe c1a 1 people from different cultures are to wor together, 
ct each 

other and t k 
diver . ' a e each other into account adequately. Unity can coexist with 

SJty b 
' Ut su h . 

C Unity . . bl' reJar requires much effort and study. 11 This may reqmre pu 1c ions 
People Wh . 

resp 
O 

Interpret cultural differences and build bridges. Another 
ondent 1 . 

c aimed "An . 
With ' excellent program can faIJ flat or be totally counterproductive 0Ut • 

cultural. 
Interpreters. '" 

A.t least ei 
loca ght responded that adjustments for cultural factors must be made 

lly rath 
er than h . . 

is at eadquarters. Although many of those eight panelists argued that 1t 
OnJy th 

e locaJ Jev 
''ad· el Where adjustments can or should be made, one countered that 

UUstllJ.e 
nt should b 

ClJJ e made at headquarters as well. 11 Another added that although ture 
affects th 

e Practice locally, "the close cooperation of mother and host country 
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communication managers is necessary, nevertheless," to avoid the risk of 

miscommunication. 

One panelist provided a specific example about how miscommunication could 

take place when operating across cultures. The participant discussed the fact that many 

Asians have lived outside of their countries and "received education from a western 

culture." Though they may have learned how to be more "out-spoken and open to 

criticism," they, like their fellow citizens, are "still very passive and avoid confrontation." 

The panelist added that multinationals must recognize that Asians "seldom open up and 

'lay everything on the table,"' and must understand how to work within these cultural 

differences if they are to be successful. The best possibility for success comes in 

"compromise with a soft approach, any tough arm policy will not work." 

Another example, offered by different panelists, was about the Maori culture in 

New Zealand. One of them said that the Maori "have a unique culture (with important 

internal differences), and programmes rarely if ever take account of this." The other said 

many western practices "would be insulting to the Maori peoples." Evidences of Maori 

cultural traits are "preference for consensual meetings, verbal discussion · · a lot of 

networking ... and the understanding of tribal affiliations and sensitivities." 

Because the Maori are a small part of the New Zealand population and are slowly 

disappearing, this may seem to many outsiders like an insignificant factor in New Zealand 

operations. However, despite their decreasing numbers, the Maori still have great 

influence in some parts of New Zealand. Therefore, one of the respondents stressed the 

unseen importance of relationship building even if no apparent benefits can be seen. She 
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l 

said "Th 
' ere may b · · · · h ] M · · 

ea time where 1t becomes important -- especially 1f [t e aon gam 
control 

over natural · · 
11 resources as promised in the Treaty ofWa1tang1. 

From th fi · fi d 1 · 
ese rst-round comments about the cultural vanable, ve ec arative 

stat em 
ents Were d d h · 

pro uced for the second round instrument. These statements an t elf nurn · 
encal res 

------:_nses are shown in Table 14. 

Table 14. 

Round 2 Statements and Means Related to Proposition #1 l 

S56: P.R 
SA 
(5) 

A 
(4) 

N 
(3) 

D 
(2) 

SD 
(1) 

M 

l11Ust adjust to iocaJ cultures 
S57. Ii 

· Q rnust llnde 
9 0 0 4.45 11 0 

rstand and have empathy for local 
cultures toe .. 

nsUre that dec1s1ons do not insult 
locaJ Populat. 

ions or harm the organization Ssa. Ln • 
. •vJJ.\/Os should . . . 

Identify with national interest and 
be seen as b . 

enefittmg community; providing 
Products and 

S employment are not enough 59. In . 
. dllferent re . . 

gions m my country, there are 
strong ditfc 

erences in cultures, regjonalist 
feelings and 

c, ' economic differences '-'60- A . 
· dJustment fc 

~cultures is difficult at HQ level 3 13 

15 0 0 0 4.79 4 

12 6 0 4.45 

5 6 4 4 3.50 

3 2 0 3.81 

A · rt for the cultural variable . s 
10 

the first round, the panelists showed strong suppo 

in their res t tements entertained the concept 
Ponses to these statements. The first three s a 

of adfostin rated from the first three 
g to local cultural values. The consensus gene 

Statements in . nderstanding and working with local 
this grouping clearly indicates that u 

cuituraJ f. . . ls The other statements 
actors should be a strong priority for multmat10na . 
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r 

addressed th . . . 
e possibility of adjusting for culture at headquarters and the idea that culture 

does n 
ot necessaril . 

Y equate to national boundaries 

Statement #56 
repeated the wording of the eleventh proposition, that public 

rej · 
ations must d. . . 

a ~ust to local cultures. This received unanimous consent, with rune 
strongl 

Y agreeing a d . . 
n another 11 agreeing to the statement. There were no d1sagreemg 

resp 
onses, and th 

e mean of 4.45 definitely indicates strong agreement. 

Statement #57 d 
generated an even stronger mean of 4. 79, as 15 respon ents 

strongly agreed th . . 1 · 
at multmat1onals must have empathy with local cultures. The pane 1sts 

also ao 
e,reed With th 1· 1 · 

. e reason for this empathy, so as to avoid costly pub 1c re at10ns errors 
In the 1 

ocal operations. Statement #58 addressed the same issue, but it emphasized how 
rnu1r · 

Inationals are . . . A . t 
perceived in regard to benefitting local commurut1es. gam, a s rang 

agreem 
ent mean f 4 · t Therefore it seems 0 .45 was generated, with only one d1sagreemen · ' 

that 
lllultin t · . · · 

a Ionals must not only understand and show an interest m local commurut1es, 
but th 

ey lllust al b h 'ding products and so ene:fit them in some tangible way other t an provi 

ernPloylllent 0ft . . ki money back to the 
en, m fact, provision of products 1s seen as ta ng 

home 
country h . that local public ' rat er than benefitting the local citizens. That means 

relations ll1 . . . h the multinational's 
Ust generate additional benevolent act1v1ties to s ow 

conce ' 
rn for the host country. But more importantly, local practitioners also must make 

sure th . 
at the . . ·ble for local publics. 

organization's decisions are sound and responsi 

Statement #60 er . ti how multinationals should respond to 
1 Ouered reaction to exac Y 
ocaJ 

CUiturai E . athic response rests at 
actors -- whether responsibility for this emp 

head 
quarters . . 1 considering the natural tendency 

or at the local level. Not surpnsmg Y, 
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toward 1 
ocaJ Joyalities d. · 

iscussed earlier, 16 of the panelists agreed that it is difficult for 
headq 

Uarters to ad. 
tJUst to local factors. Two disagreed with the statement, but the mean 

of3 8I . 
. still stron 1 

g Y encourages local, not global, adjustment. 

The final st t . . 
a ement m this grouping, #59, addressed the concept of cultural 

boundane 
s. Rofsted (19 

. e 80) and many other scholars have used national boundaries to 
IdentjF.. 

'-Y cultural r . . . . . 
g oupmgs, 1mplymg that national and cultural boundanes are eqmvalent. 

Adler (199 J) how . . . 
' ever, Indicated that such an equivalency gives a false perspective on 

cultures. 
Statement #59 d'.fr, 

echoed Adler's philosophy, asserting that cultural i11erences 
and th . 

eir accom . . . . 
panymg regionalist feelings and economic variations can occur within 

count · 
nes as Well 

as between countries. 

The reactio hi · h 1 · F 
n to t s statement resulted in great dispers10n across t e sea e. ive 

StronoJ 
0 Y agreed · . 

' six agreed, four disagreed, and one strongly disagreed. Four more were 
neutral 

and on h . 
e c ose not to respond. These results would indicate that some countnes 

have stron . 
g regional differences, while others are fairly homogeneous across the country. 

Additional a . 
nalysis of the respondents showed countries such as The Netherlands, 

beninark A. 
' Ustralia, and Taiwan among those who disagreed. The latter three are 

reJativ 1 . . . 
e Y Uniform · 1 . . . . th boriginal tnbes m m cu tural composit10n 1f one discounts e a 

Australia . ' . . 
and Taiwan L"k . Th N h 1 d while highly cosmopolitan country-. 1 ewise, e et er an s, 

Wide d 
' oes not I ·ngs So it is seem to have pockets of indigenous cultura groupi · 

UnderstandabJ th · Id disagree with the 
e at representatives from these countnes wou 

stateni 

ent It Would be interesting, however, to present this statement to wider 
sanipr 

ings of people i·n h f h t ·es Almost certainly there would be eac o t ese coun n . 

270 



I 
I 

d"ffc 
l erences f . . . 0 opiruon m every case. 

In summa 1 . . . . 
ry, cu ture received virtually unarumous support as a vanable affecting 

local br 
pu IC relations. There also was great support for the idea that the local level is 

Where cultural d. . . . 
a ~ustments must occur, that such adjustment 1s difficult, 1f not 

1ll1Possibl 
e, at headquarters. There also was some agreement for culture being related to 

individual r . . . 
g oupmgs within countries, rather than being tied to country borders. 

Research Proposition # I 2 

The twelfth research proposition on international public relations stated: 

~ecause language nuances vary from place to place, an excellent 
international public relations program will place people in each country 
Who understand those nuances and can deal with them most effectively (as 0
PPosed to transplanting expatriots, for example). 

Langu · · · I I bf age Jomed culture in being seen as an obvious factor m oca pu 1c 

relations I . . . 
· n fact, m the first round, several of the panelists listed aspects of culture that 

affect pubr . 
Ic relations; three of those listings highlighted language. The question to be 

further ex:pl · · h h I d 
ored 1s whether language stands as its own vanable, or w et er cu ture an 

language · bl 
are so intimately connected that they should be one combined vana e. 

-Meanwfti1 · . . . . 
e, m this study, the respondents supplied interestmg ms1ghts on language. 

In the first round, some panelists explained the importance of understanding 

nuances f I " . d " 0 
o Words and meanings that often are hidden from cultura outs1 ers. ne 

stated "I . II b 
' t IS very difficult to learn a foreign language so perfectly that a nuances can e 

Understo d h d " An th 0 and responded to __ a language is so much more t an mere wor s. o er 

added "I · b 
' t is not the same to be an expatriot who knows the language as to e someone 
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local Who has r 
ived there their whole life, who knows the culture, who knows the people, 

anct Who spe k 
a s the language not only in words but in culture as weII." 

One memorable example of a language failure was when a multinational 

corporation he d . . . . 
a quartered m the Uruted States attempted to place an advertisement m 

Denmark A . . 
· ccordmg to the panelist who submitted the example, the advertisement 

asked "Wh . 
' Y does one man look at a waffle iron and think about breakfast, and another 

see a Waffle . . . 
iron and think about running shoes?" Instead of commg across as clever, the 

adveniseme . 
nt made no sense fo the people of Denmark. They do enjoy a delicious 

Waffle oc . 
casionaIIy, but not for breakfast. 

The potential for "language" failure is not limited to different root languages, 

either. L 
anguage abuses can occur even in countries where the same language 

supposedly is spoken. It may be, however, that where the base language is the same, 

the miscue b · 
ecomes a cultural failure rather than a language failure. 

As an illustration of this problem, one respondent discussed another 

adveni 
sement that supposedly was adapted for New Zealand, but actually was a mere 

rep Jay of A · f N Z 1 d b an ustrahan advertisement. This offended the people o ew ea an ecause 

it Perp t r 1 I e uated stereotypes that New Zealand is just an extension of Austra ian cu ture. n 

reality th · · N 
' e two cultures have extreme differences. Although the advertisements m ew 

Zealand and in Denmark above arguably reflected commmunication techniques rather 

than strategic public relations, their connection to language differences in cross-cultural 

Public relations should be clear. 

The proposition also fostered interesting first-round comments on how 
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tnultin · 
at1onal entities sh . 

ould orgaruze to accommodate the language barriers of cross-
cultural · 

PUbhc relatio 
ns. Many of the panelists argued that host-country public relations 

should b . 
e directed b 

Ya local who: (I) understands the language nuances and local 

lllores; (2) has statu . . 
s among local peers/subordinates because he or she 1s a native; and 

(3) can . 
rnonitor the . . 

environment and its pertinent activities "in accordance with local 
Values" 0 

. ne person used this philosophy to comment "This is why United States 
~ ' Udent arnb· . 

itions to s k . . . 1 · . d " ee mtemat10nal jobs in public relations will be urute . 

Even though th . . . . . 
. e maJonty of panelists supported the idea of local pract1t10ners 

SUpe · 
rv1sing local 

programs, some stressed the need for training. They could not condone 
set tin 

g a local pr · . . . 
actitioner loose to run public relations accordmg to his or her own 

Whillls 
' or those f h 1 1 0 t e general manager. One respondent stated that the oca person 

Who hi 
red to co d · · t 

n uct public relations should first receive adequate trammg a 
head 

quarters to full w· h thi 
Y comprehend the organizational vision and culture. it s 

understand. 
Ing, the practitioner can then implement the program in accordance to those 

global ob· . 
~ectives and themes. 

Not eve · d Some also ryone agreed that a local should always be m comman · 
exp re 

ssed the v l . t · tes are sensitive to 
a ue of expatriates in local offices, 1fthose expa na 

local 
needs and Work in conjunction with the local staff One responded that "when 

exPat · 
Oates are · · or consultants " A few 10 a local office they may work as supervisors · 

Proposed th d hi 1 As one said, 
at a local and an expatriate work in recriprocal Jea ers Pro es. 

''No out · · ·d 
sider · What they can do 1s prov1 e can compete with a well-trained native. · 

strat . 
eg1c Planning ability and overall management guidance." Another suggested that the 
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" expert fr 
om head 

quarters" could be a " . . . 
advisor t n ad-hoc commurucat10n lmk: to headquarters " an 

o the lo I ' 
ca staff. and a "tr 

eznanaf ' anslator of the meaning of the message content" 
zng fro h 

m eadquarters · · 
mzssions and objectives. 

Organj . 
zat1ons must b 

on the 
1 

e careful, though, when an "outsider" from headquarters is 
ocal staff 

. One panelist wa d "Th . . could b . me , ere 1s a nsk that the headquarters expert 
e vzew d e as a 's , fr 

apPar PY om headquarters, trying to control the bureau" (the panelist 
ently l"k 

I ed new b s ureaus) Thi ld I . . Chief . · s cou ead to a competence nvalry with the local 
' in Which the latt 

langu er probably would emerge as the winner due to his [ or her] 
age and c 

ultural skills " N 
suspz· . · o matter who would win such a battle, the strife and 

c1on 
caused b 

y such conflict would not be good for the productivity of the office. 

Some 
respondent 

at h s argued for the importance of having local staff members work 
eadquarters fc 

or a period f . assj o time. One way to accomplish this would be to rotate 
gnment fc 

s or practitio fr " soJ . ners om around the world. One person offered the best 
Utzon" fc . 

or mternati . . 
at h onal staffing -- a "local chief ... who has served for qmte some time 

eadqua 
rters, retu . . . 

co rnzng to his [ or her] native country as a formal representative of the 
rporation 

as such r . . . 
it · ' ece1vmg the message content from headquarters and transformmg 

znto a.(:' 
1.orm Whi . 

ch Is optimally tailored to its home audiences." 

From th 
th ese comments, six statements were produced. Three of those concerned 

e nu 
ances ofl 

anguage as a local factor and the other three addressed the staffing 
con . ' 

Szderat· 
zons in a 1 . th . mu tmational to account for that language factor. The statements and 

ezr nurn . 
encal res 

P0 nses are included in Table 15. 
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Table 15: 
d proposition #12 

Round 2 Statements and Means Relate to 
D SD M 

N 
SA A (2) (l) 

(5) (4) (3) 

S32· Effi . · ective PR means you must speak the 0 4. 10 
2 

language, you must know the culture 
7 10 

S61· Und d. · · rt t · erstan mg language nuances 1s unpo an 0 4.33 

9 11 0 

element for building relationships with publics 

S62· R · ange of language differences even between 

countries that supposedly speak the same 
0 3.90 

5 9 
5 

language is deceptively high 

S63: A HQ expert in local office could function as: 
3.86 0 

2 3 

a. An ad-hoc communication link to HQ 
5 11 

b. A macro-level advisor to department head 
0 4.09 

5 14 

or general manager 

c. A translator of meanings of message 
0 3 7 1 

3 
12 

3 
3 

content from HQ 

d. A trainer about organizational culture 
0 3 90 

2 

3 
14 343 

and mission 
5 

2 
12 

e. An expert in international field of PR 

S64· Th d l cals 
0 3.95 

· e use of expatriates in local offices an ° 3 
4 

11 

at HQ facilitates more multicultural feedback 

S6S: Locals at HQ play an important role because an 

MNOs host cultures need to be interpreted 

0 4.38 

0 
0 

13 

to home culture just as in opposite direction 



Two ofth 
. e statements in this . In local . group addressed the 1dea that language is a factor 

PUbhc relations. Both stat . 
repeat d ements received strong support. Statement #61 

e the 
proposition that und . . . . 

reJationshj erstandmg language nuances 1s cnt1cal to building local 

PS. Twe nty respond t Posited h en s agreed and only one disagreed. Statement #62 

t at th e nuances of Jan same guage cross even into countries that supposedly speak the 

root Jan 
guage, like Austr r ~~ 1

4 
a ia and England. This also engendered strong agreement 

marked th 
e agree or str l 3.9. Thi . ong Y agree categories, while one disagreed, for a mean of 

s indicates that even nativ . though the same language is spoken in different countries, 

es in the offi 
ce offer th b e est chance for communication with local publics. 

Statement #3 2 
irnpo . addressed the interconnection of language and culture, and the 

rtance of understand. b . . and 
1 

mg oth. Seven panelists strongly agreed with this statement 

Om ore agreed b agr ' ut two disagreed. Still, the mean of 4.1 trends clearly toward 

eement 
For this stat Pra . . ement, there was a strong difference in the means between 

ChtJoner 
sand schol . agre ars. The practitioners' mean of 3.56 leaned only slightly toward 

ement t 0 the state am ment. The scholars, on the other hand, showed clear support with 

ean of 4.55 E 
focu . · very scholar either agreed or strongly agreed. Perhaps they were 

~~~~ . Io nt of the statement that language and culture clearly are important 
caJ f. ' 

actors p · rac · · Ian hhoners, though, may have been acknowledging that culture and 

guage are both. . important, but that additional factors also are crucial for success. 

Because p . of the wording of Statement #32, the general agreement shown by the 

anelists al soma . Y indicate that knowledge of root language is not enough. Some 

scholars 
have ex 1 . . . P amed that communicating in a second language often fails to pick up 
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the subtleties stemming from idioms, slang, nonverbal cues, and the like. The case can 

be similar when the root language is the same but different cultural interpretations are 

added to the equation (again, as in English speakers from Australia or the United States) 

Therefore, to build local relationships, it would be important in either case to have local 

public relations directed by natives who can properly interpret the subtle cues. 

Statements #64 and #65 asked the panelists to analyze whether a balance of 

global and local needs is important in multinational staffing. Statement #64 declared, 

"the use of expatriates in local offices and locals at headquarters facilitates more 

multicultural feedback." Fifteen of the panelists agreed with the statement and one 

disagreed. Three were neutral, and another two did not answer the statement. The 

relatively strong agreement mean of 3 . 95 indicates that panelists believe there is a place 

for transferring personnel between headquarters and host countries to align the needs of 

the local offices with the global imperatives. Transferring locals to headquarters, the 

main theme of Statement #65, is particularly appealing to the panelists; all 21 agreed that 

locals at headquarters can be cultural interpreters for global decisions. 

The final statement in this group, #63 , proposed different methods for utilizing 

expatriate staff members from headquarters to most effectively balance local 

performance with global needs. The suggestion that elicited the greatest support was 

that the expatriate could function as a macro-level advisor on public relations to the local 

department head or general manager. Nineteen agreed with this proposal, and only one 

disagreed. Other categories that received general agreement were: (1) the expatriate 

could help train local staff about the organizational culture and mission, 3. 9 agreement 
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Q -Z, 4tU 

.mean; (2) the expatn·ate ld fu . . . 1· 
cou nct1on as an ad-hoc commurucat10n mk to 

headquarters 3 86 
, · agreement mean; and (3) the expatriate could translate meanings of 

the .message c 
ontent from headquarters, 3. 71 agreement mean. 

The category in Statement #63 that received the least agreement was that the 

expatriate co ld b . . . 
u e an expert m the field of international public relat10ns. Two strongly 

agreed · 
With this and 12 agreed. However, five disagreed and one more strongly 

disagreed Perh hi . . f. . I 
· aps t s 1s because there is stiJJ so little understanding o mternat1ona 

PUblic relat1· . 
ons that the dissenters believe there are no real experts. It could also be that 

expertise in int · · · I · I I 
ernat1onaI public relations may be perceived to mvo ve expertise on oca 

cultural fa 
ctors, where in reality no person from headquarters can fully understand local 

factors un1 
ess they are from the country in question. Whatever the case, the response to 

this catego . 
ry shows the need for more examinations of exactly what expertise an 

Internation 1 b · · t 
a pu he relations expert would have -- if such a person can even exis . 

This discussion about staffing paraUels the views of Kanter (1995), who traced 

the evolut· f . . · · h ·d b 
ion ° multmat1onaI organizations into global ent1t1es. This occurs, s e sat , Y 

Utilizing th "b GI b I · at·ons e est and brightest" talent from around the world. o a orgaruz I are 

Staffed b f d. · · I 
y "cosmopolitans" who are "familiar with many places and aware o istmct1ve y 

local h th I"nk d c aracteristics but see beyond the interests of any one place because ey are I e 

to a Wider World" (p. 60). She added that cosmopolitan entities make places more 

similar "n t b . · fi 11 but by increasing the ran°e 0 
Y reducing choices to a single one-size- ts-a , b 

and va · · · th t ompetes nety available everywhere" (p. 61). Thus, an orgaruzat1on a c 

successfully in the global environment would have multinational leadership at 
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I 
I 

I 

I 

I 

- ·-

headquarters d hi . 
an ghly diverse, local and regional staffs. 

Research Proposition # I 3 

The thirteenth research proposition on international public relations stated: 

The potential for activism (defined as action--which could include letters, 
com 1 · 

.P amts, boycotts, strikes, or even bomb threats--by a pressure group 
:gam~t an organization in an attempt to make the organization change 
behaviors) makes the international environment particularly turbulent, but 

t e extent and type of activism may vary from society to society. Thus 
excellent international public relations will contain a component in each 
country that can scan the environment, identify potential activist groups, 
and huiJd programs to deal with them. The means for accomplishing this 
may vary from country to country and even within countries. 

This proposition about activism received generally mixed reviews and opinions in 

both round I . 
s. n the first round the proposition received general support, with only two 

of the res d 
Pon ents showing anything other than overall agreement. Nevertheless, the 

Proposal g · h h d fi · · f enerated some interesting comments because 1t appears t at t e e rut10n o 

activism· b 
Is roadly interpreted. There also seems to be a disparity in the amount of 

activism fr 
om one country to another. 

It Was clear from the responses in the first round that activism can take many 

forms, from non-violent, democratic processes to highly violent behaviors. Examples 

mentioned · · " 11 lk " · ·1 · ht were letters, complaints, boycotts, stnkes, nots, sma ta s, civi ng s 

rnovem t . c. d 
en s, speeches, "whistleblowing," trade unions, nat10nal re1eren a, consumer 

rnovement · · d f s, campaigns, demonstrations, blocking the movement an usage 0 

buUdoz 1 ·fc f " ers, news releases, dialogue, and even "attempts on the I e o a manager. 

Anothe · · · · · " h " f r action unique to a given country was "slow-dnvmg act1v1ty, w ere a group o 

car own · · d 11 S d " ers wdl drive very slowly on a specific route on a certam ay, usua y un ay. 
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Also 1ll . 
ent1oned 

. Was "sabotage " b . . . 
disench ' ased on the poss1bd1ty of "an internal public 

anted · h 
Wit what they mi ht 

g see as a non-sympathetic foreign management. fl 

A few . 
Panelists encoura ed h . . . . . 

related g t e distmct10n of non-v10lent and v10Jent activism as 
to PubJi . ' 

c relations practic 
that " es around the world. Two of the respondents agreed non · 

-violent activism is a 
activj . P rt of the normal democratic process, " but that "violent 

Sll} is defi.n 
. ed as criminal " h " . . . 

right t ' w ere commurucat10n m most cases may not be the 
001 11 F · or th 

couJd b e former, non-violent actions, "efficient public relations strategies" 
e effective 

. One respondent ·d "A · · 1· · h h Operat sa1 , ct1v1sts are gradually rea 1zmg t at t ey can 
e 1llost ffc . 

e ectiveJy w .th . 
Such 1 symmetnc strategies which show respect for their foes. 

Strate . 
gies lead to d" 

how ialogue, rather than to confrontation." In the criminal cases, 
ever . 

'sa1d the 
. se and other 1· 1· 1nve . pane 1sts, responses should be "left to the po ice to 

Shgate 
and Prosecute " . 

, or otherwise turned over to the government. 
One of the . 

in th Panelists had concerns about the term "deal with them, fl that was used 
e first · 

Instrument t ·11 . . 
res O 1 ustrate how organizations can relate to activist groups. The 

Pondent· 
Interpret d h . 

acr e t e term as meaning that organizations would resort to v10Jent 
ions. "If 

You PUrsu . 
acr . e 8YmmetncaJ communication I don't see how you can regard 

1~~ ' 
groups in thi 

s hostile way, " she said. 

Another Paner . . f . . 
''What ist asked the pertinent question about the de:fimt10n o activism: 

e)(actJy · 
is a pres · · ?" Thi t th t acr . sure group and what is the orgamzat10n. s sugges s a even 

IV1st grou 
Ps today · · · · · h · o~n . are often legitimate, and even multmat10nal, orgamzatwns m t e1r 

right -- and 
co other, mainstream organizations often can be pressure groups ( even 

fJ)oratio 
ns have b · 

een known to exert pressure on other corporatwns). Also, 
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organizations can be pressured by their own employee groups, if they are seen by the 

staff members as being unfair, unflexible, or otherwise in need of forced change. 

Although most of the panelists addressed activism in general, mostly domestic, 

terms, some saw specific differences in activism generated in an international context. 

First, there is a growing number of global activist organizations, "such as Greenpeace 

d Arnn - - ·gns also are carried 
an esty International." An increasing number of act1v1st campai 

out far from the borders of the headquarters or source of the activist group. One 

I f 
. . . . . , "Rainbow Warrier 

examp e o this distant, mternational act1v1sm was Greenpeace s 

b b
. " . . h waters of the South 

om mg, earned out far from its Amsterdam headquarters m t e 

P 
. . far-reaching consequences 

acific to protest nuclear testing. These campaigns can have 
d Jdwide in its results 

One panelist explained, "activism emerges locally but can sprea wor 
• • II 

h more act1v1sm. 
Therefore, multinational corporations are typically exposed to muc 

. because of cultural or 
Multinationals also receive pressures within host countnes 

h multinationals tend to 
political misunderstandings. One respondent said, "Everyw ere, 

. tions and could 
b d mestic organiza 

e seen as unfamiliar unreliable and different from 0 

' ' . " One incident 
·1 b · 1· t r racist aroups. 

easi Y e a target of activists especially nat10na is O 0 

' . d·navia "was almost 
. ' t urant m Scan I 
illustrated by the panelist was when a McDonald s res a . f 

. I cal representative o an 
d . . . . ",f Donald's is one o 

estroyed by political activists, claumng that ivJ.c 
1 

· d "It is 
dent also c a1me ' 

. . ah the respon 
mternational industrial-financial conspiracy" (althouo 

hi from happening) . 

doubtful how public relations could have prevented t s . he activities should 
r non-v10Ient, t 

Wh h . . t is violent o 
et er the pressure from act1vis s tions have 

. d "All of these ac 
dent explame ' 

be a concern to multinationals . As one respon 
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Va' nous e.tn 
ects Upon . 

,1 _ orgaruzations v · . . 
'¥!Other . ' arymg from wammg to senous threatenina" 

sa1d that " h . . e · 
t ese activities d h 1 . 

Organizat · . 0 e P promote negative public opinion about the 
ions mvo1 

Ved, erasing e . 
0rganizat · Y ars of public relations work done to help promote the 

Ion's ima e 
g amongst the public " 

T . 
hree res 

POndents took . . . 
Society an optmust1c view that activism can be positive both for 

~de ' J.Or org · 
aruzations th t 

llot a Pr b a respond to activist pressures. One said, "activism is 
o lem 

Po ' Only an indication that . . . . d . 
Wern opposmg v1ewpomts require accommo at10n and 

eeds to b 
e shared " An h 

Way, [a . . · ot er stated, "If approached in a respectful, receptive 
ct1v1smJ 

adjUstlll can be a plus rather than a minus in insuring long-term organizational 
ent and h ,, c ange II A . 

l\ctivis · third related activism to the growth of public relations: 
lll was behind . 

for its the evolution of public relations and it is still one important reason 
cont· ' 

Inuation w ·th 
Of acti . · 1 out [ activism], we may not need public relations, and the level 

\!Jsm can be a 
good predictor of the level of public relations efforts needed. " 

For lll 1 . 
· u tmational . . 
1ll1p0 s to effectively respond to activist pressures, a local approach 1s 

rtant 
' accord· 

to lo mg to the panelists One respondent said that it starts with compliance 
ca1 law . 

sand regu1 . . . . 
relar ations. Another explained "An excellent mtemat10nal public 

Ions Prog ' 
ram Will h h 

envir
0 

ave a local component in each market that can scant e 
lln:ient · 

'Identify . . 
the111 ,, Potential activist groups, and build local programs to deal with 

· Sh 
eadded "W . . . . 

Who ' e are dealing with having the sens1t1v1ty to hire someone local 

knows the count . . 1 1 . " A 
third 1Y Well and the culture who will be sens1t1ve to oca issues. 

re ' spond 
l ent stat d II d · f · Ocal e , It's important ... to have local eyes an ears m terms o ISsues. 

Peop1 
e are b t 

e ter able to understand what may happen and how. Also, it's better 
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for •cti . representatives " l'lsts to be able to talk to locals rather than overseas 

Sev ffi t f act1v1sm an en declarative statements about the e ec 
0 

adaptation ,,, d mments. 
vvere generated from these first roun co 

nulllerica1 

responses are shown in Table 16. 

. . d the need for local 

The statements and their 

o Proposition #13 -l\.OUnd 2 Statements and Means Related to 

866· 11 . 

· "1.Cfivists · 

Ill Illy coUnt:ry give business and 
govelllni. 

ent organizations IllUch pressure 867. 
11 

· "ldaptati · . . 0

n is the best way to avoid activist 
PtobJelll . 

s, on a locaJ JeveJ you can adapt, but 
on a glob J J . . 

a evei this is inipossibJe 868: b 
olllestic o . . 

rganizations are usually more prone 

u,.,, '1Ho, to cespond favorably to activism 869. 11 . 

. "1.CfiVisll} 

elllerges locally but can spread world­
Wide· thu A"". 

' s, •Vl.l\/Os are exposed to more 
activislll th 

c, an dolllestic organizations <J7Q. J\ • 

. "1.Cfi Vis,..., · 

.,., is not a probJem for PR, but an 
Opportunity 

871: 1'he 

level of . . d. t 
activ1slll can be a good pre 1c or 

of tJie le 1 
Ve Of PR needed 872. ,L 

· · .ii exceJJ · . 

1 
ent International PR program wil 

have a co 

lllponent in each market to scan for 
activists . 

and buJJd relationships with them 
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Statement #66 raised the issue most relevant to this proposition: Does activism 

exist in th . ' 
e panehsts countries? It received a mixed response. Three strongly agreed 

and eight 
agreed; four disagreed and two strongly disagreed. Four were neutral. The 

rnean of3 29. . . . . 
· Is too centered to be conclusive. This 1s predictable, because activism is 

often corr 1 d . 
e ate WI th factors such as the power of the government, the extent of 

dernocrac . . 
Y, and the cultural mores that either foster or discourage dissent. As a result, 

rnany cou . 
ntnes today still do not contend with activism as a social force. 

A closer look at the responses shows that many are predictable based on the 

country fr 
om which they came. The responses do correlate somewhat with some of the 

factors· 
Just mentioned. For instance, panel members from the United States, Canada, 

AustraJi d 
a, an The Netherlands all agreed with Statement #66. And, indeed, activism is a 

Well doc d · 
umented social force in all of those nations. Activism also was reporte m 

Taiwan Sl . . 
' overua, and Yugoslavia. This shows that activism is slowly becommg a force 

10 count · · · · Al 
nes that were once authoritarian but are emergmg mto democratic states. so, 

Predictably, respondents from China and Japan, which have strong political or cultural 

constraint . 
s against activism, disagreed. 

Bowever, a few of the responses were surprising. New Zealand, Scotland, and 

A1exico wer · · Yet in the first round, two e reported as having minimal act1v1st pressures. , 

of the M · · N Z I d respondents specifically referred to the activism of the aon m ew ea an · 

A.ls I . . . . 
o, know of multinational organizations that have received sigruficant act1v1st 

Pressure in Scotlane1·. p I d . . gainst the government by indigenous cultures ro onge act1v1sm a 

ins J · · I 
outhern Mexico also has been documented, although it may be true that mu tmat10na 
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Org · 
aruzations th d 

ere o not normally feel those pressures. 

Statement #68 declared that, at least in countries where activism exists, domestic 
org · aruzations . . . . . 

are more hkely than multmat1onals to be the rec1p1ents of activism. This 

statement 1 
a so tended toward agreement, with 12 agreeing as opposed to five 

disagreem 
ents and three neutrals. However, the mean of3.3 still represents too little 

consensus t b 0 e too confident about what the panelists believe. 

Responses to this statement could be linked to observation. It could be that in 

lllost count . 
nes domestic organizations receive more activist pressure than multinationals. 

But Perhaps th h · h · · · d ·1 f ose w o agreed are more likely to notice t e act1v1t1es an pen s o their 
10caJ or · . . . . . . . 

garuzat1ons and recognize only the highly v1s1ble cases mvolvmg multmat10nals. 

That could m k · "bl l l · · a e It seem as though the domestics are more suscept1 e to oca act1v1st 

Pressures D . . 
· esp1te the results for this statement, however, there are several documented 

cases (so . . . 
me mentioned in the first chapter) where multinationals received considerable 

Pressure fr 
s om local activists. Because of the inconclusiveness of the responses and the 

document d · · d 
e evidence contrary to the statement, this issue reqwres more stu y. 

The critical question for this study is whether activism is an important factor for 

lllul · · 
tinationals to consider, even if some of their facilities are in countries that currently 

exJiibit 1· I · . 1 1· . 
Itt e activism. Statement #69 asserts that activism can emerge m certam oca 1t1es 

but cans . 
Pread beyond borders. The idea is that even if domestic organizations receive 

lllore Pressure than multinationals in some countries, ultimately the pressures could be of 

greater c t d 
oncern to the multinational. Again, however, this statement genera e an 

inconcI . . d 
usive mean of 3 .25 -- IO agreed, but six also disagree · 
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Another statement that engendered inconclusive responses was #67, which 

discussed how a multinational organization best responds to activist pressure. The 

statement read that adaptation is the best way to adjust to pressure and that this occurs 

locally. "On a global level, this is impossible," it added. With 11 agreeing and six 

disagreeing to this declaration, the mean was 3 .4. However, there was a significant 

difference between the men's and the women's mean; the mean for men was 3.85, while 

the women leaned toward disagreement with a mean of 2.57. This correlates with 

Statement #41 , which proposed that it is more important for multinationals than it is for 

domestic organizations to be flexible. Interestingly, on that statement the men agreed 

and the women tended to disagree. 

A closer examination of Statement #67, however, shows that the results may not 

mean much. There is a clear "double meaning" that may have hindered the results. Were 

the panelists responding to the phrase, "adaptation is the best way to avoid activist 

problems," "on a local level you can adapt," or "on a global level this is impossible." For 

more conclusive results, the statement should have been rewritten to reflect a more 

understandable declaration. 

Two of the last statements in the grouping attempted to uncover the correlation 

between activism and public relations discussed in the first round. Statement #70 

declared that activism is not a problem for public relations, but an opportunity. 

Statement #71 explained that activism is a good predictor of the level of public relations 

needed (with "level" admittedly being a nebulous term). These statements elicited more 

clear support than the previous statements. Thirteen of the panelists agreed that activism 
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is an opport . 
uruty for public relations. Only one disagreed, although seven more were 

neutral or und .d 
ec1 ed. However, the overall mean of 3. 81 still clearly leans toward 

agreement L .k . . . . . 
· 

1 
ewise, 15 panelists agreed that act1v1sm predicts the amount of public 

relations ne d d . 
e e , while only two disagreed, for an even stronger mean of 3.9. These 

statements comb· d · d. h 1 bl. 1 · k d"ffi 
' me , m 1cate t at effective loca pu 1c re at10ns can ma e a I erence 

In respo d. 
n mg early to activist groups. 

The final statement, #72, repeated Proposition Thirteen, that an excellent 

Internation 1 . . . 
a program will have a local component to scan for act1v1sts and bmld 

reJ · 
ationships with them. This statement provided a good summary to what has, to this 

Point been 1 . 
' argely Inconclusive. However, the responses to this statement render clear 

and str 
ong support. Nine panelists strongly agreed, while another 11 agreed. Only one 

p~~Md. · · f 
isagreed with the statement, for a highly conclusive mean o 4.33. 

In summary of Proposition Thirteen, some of the panelists recognize that activist 

Powers · b bl · 1 d are growmg. Others still view activism as insignificant. This pro a Y is re ate 

Illostly to Where they reside and the amount of activism they see in their own country. 

ff oweve · d t b 
r, several statements were generated about activism, and 1t oes seem O e a 

growing fc · bl b t 
orce. Interestingly, many of the panelists see this force not as a pro em, u as 

an opportunity -- no doubt because excellent public relations practitioners will identify 

Who those · · · · · h th activists are and begin to build relationships wit em. 

The factor that was recognized but is still largely unanswered is that of 

International activism, or activism that crosses borders. Although this was addressed in 

Statement #69 th 1 . Panelists leaned toward recognizing it as a , e resu ts were inconclusive. 
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factor but . 
' many stdl seemed unconvinced. As mentioned, little research has been done 

on the g · 
rowing phenomenon of international activism ( as opposed to activism that begins 

and ends ent. 1 . . 
Ire Y within one country). It would be a .fruitful topic for future work. 

Research Proposition # 14 

The final research proposition on international publiic relations stated: 

The mass media differ from country to country, with differing degrees of 
g?vernment control and of specialization and localization. Also, because of 
distance between host countries and organizational headquarters, media 
cover~ge can influence the way people think about multinationals. An 
effective local component of an excellent international public relations 
program will build relationships with local media and with publics who may 
haver · · · J • • ece1ved unrealistic pictures about the multmat1ona orgamzatrnn. 

Of all the propositions, this final one seemed to generate the least amount of 
substant· . . 

ive, useful information in the first round. Most of the respondents discussed the 
I.IUport 

ance of media to public relations. Some even resorted to the traditional equating 

of Public 1 · h · f d. 
re ations to publicity. But there was little discussion on t e impact O me ia 

coverage · · · ·fi 11 h ld d on multinational organizations, or what multmat10nals speci ca Y s ou 0 

With med· . . . 
Ia In local countries to enhance an effective public relations program. 

Despite the relative lack of substantive information, there seemed to be great 

consensus on this proposition in the first-round discussion. Only one panelist voiced any 

noticeable disagreement. One of the respondents who agreed with the proposition said, 
"It · 

IS . l . . d ·t 
Vita to keep the local media fully informed about the orgaruzatwn an i s 

Objectives Sh . hi h anization the media should ould something negative occur wit n t e org ' 

alre d · d · This could a y be aware of the many positive things the organization has or is omg. 
a . 
ssist in reducing the effect of unfavorable situations." Another respondent explained, 
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"P 
Ublic relation ffi . . . 

s o cers see the press as thetr most important public. I noticed 

ho"\Vever th ' 
' at most of them see the press as a 'pipeline' to their target publics, the 

contacts the 
Y want to reach; and see them as objects to manipulate, because they want to 

give a certai . 
n picture of the news -- or give no picture at all." 

As with the other specific propositions, the respondents suggested that 

Illultinational . 
s wantmg good relationships with local media must know the local "angles. " 

"T he orga · . . . 
ruzations m mternational activities ... must have on account what happens with 

the age d . 
n a settmg in the different countries, " was how one panelist explained this 

Philosoph . . 
y. Another put it more practically: "The media [in this country] are more 

interested i . . 
n What multmat10nals are doing here and rarely bother about what they are 

doing 
overseas Th · · I t · " 0 d t · · · · ey very rarely make an mternat10na connec 10n. ne respon en 

ex:pJ . 
ained that " . . 1 I . . " multmationals are not given as much coverage as oca orgaruzat1ons, 

especiall . f . . 
Y i the multmat1onals are not listed on the local stock exchange. 

Building local relationships still can be necessary, particularly for United States-

based Illult. . f . 
mattonals which may suffer a greater than normal share o maccurate 

Perceptio · · J t h 
ns. As one panelist noted, "Media here [ and m most countnes presen a muc 

Illore int · · s th · 
ernattonal picture than seen by most citizens in the Uruted tates, so ere is a 

hi 
gh level of awareness of international happenings." This is important for multinationals 

becau "f . b b d . 
se I they are in the news spotlight anywhere in the world, it can e o serve m 

Other countries. This leads to local perceptions about multinationals that can be 

Inaccurate at best, damaging at worst. As the same respondent said, the international 

coverag · · h I t 
e people generally receive tends to be "probably more cns1s t an onger- erm 
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orientated " y 
hus, relationship building with media can potentially help to offset these 

Inaccurate · 
perceptions and impending crises. 

Building relationships with the local media can take a variety of forms, as the 

respondents suggested. There are many wrong ways to do it, usually when attempted 

Without lo 1 . . . . 
ca counsel. As one respondent said, even "prest1g10us Amencan companies" 

are sending "E 1· . . . 
ng 1sh-Ianguage" press releases to countnes where the maJonty of the 

Journalists d 0 not understand the language. These releases, when sent, "naturally went 

straight t h 0 t e wastebasket. " A panelist in an English-speaking country quoted another 

Practitione th . . . 
r ere as admitting, "At times we've had to nng local Journalists and say, 

'Look for hi . 
' a W le you will get some unusable crap from us. The company 1s just settling 

Into [thi · 
s country] situation. We'll let you know when the real stuff comes through." 

Several of the respondents concurred that natives must be used to make sure 

relationshi . . h 
ps with media remain positive. Local practitioners will build t ese 

relationshi b . . 1 . . 1 "I ps ecause 1t 1s to their own advantage as we1l as that of the mu tmat1ona . 

think the 1 1 · . · bl. h oca uruts will first of all take care ofthelf own 'image' and try to esta is 

reiationshi · · ,, · 1· "A 1 th ps With Journalists for their own sake, said one pane 1st. s ong as ey are 

doing it 11 · 1 · · 1 " "D · we , Journalists will not give unrealistic pictures of that mu tmatwna · omg 

it Well". . . . 1mphes activities like "contact from work or through other busmess associates 

and m d · · fu · · d b e ia contacts, constant contact via phone, attending vanous nct10ns orgaruze y 

the publications, organized media luncheons or just friendly lunches/dinners." 

Despite the lack of comments specifically into Proposition Fourteen, six 

declarati · T bl I 7 ve statements were generated. These are shown m a e · 
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Table 17: Round 2 Statements and Means Related to Proposition #14 

SA A N D SD M 
(5) (4) (3) (2) (I) 

S73: 
Global village is a reality in the media; news 

about parent MNOs often reaches local media, 

whether positive or negative 8 I I 0 4.24 

S74. L . 
· oca] people understand the power of the media 

and are more likely to use media to make their 

complaints known 8 9 3 0 4.14 

S7s· PR offi · · 
· 1cers In my country see the press as therr 

most important public 9 8 3 0 4.10 

S76: 
A local component of a .MNO should build 

relationships with local media 13 8 0 0 0 4.62 

S77: 
Generally, coverage of.MNOs in my country 

is not worse than the coverage of domestic 

organizations 5 8 0 7 0 3.55 

S78· M .. 
· ass media m different countries vary because of: 

a. The economic support base that allows for 

technological adjustments 3 9 5 3.63 

b. The extent of their dependency on govt. 11 6 2 0 4.30 

0 3 3.75 
c. The extent of their dependency on advertising 4 12 

d. The recognition within the media of their 

0 wn professional responsibilities 4 9 4 3 0 3.70 

h the media vary from country to Statement #78 offered differing reasons for w Y 

country. All of the reasons received support. 
Eleven of the panelists strongly agreed, six 
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lllore agreed d . . . . . 
, an Just two disagreed that media differ m the extent to which they depend 

on the gov 
ernment (for a mean of 4.3). Slightly lesser support was generated over the 

extent to hi . 
w ch media depend on advertising ( a mean of 3. 7 5), the recognition of media 

Staff members that they have professional responsibilities ( mean of 3. 7), and the fact that 

an econo . . . 
nuc support base allows for technological adjustments (mean of3.63). So, if 

the resp 
onses are accurate, the media will differ from country to country based on their 

dependencies bl" · ·b·1· · d on pu 1c or private interests, profess10nal respons1 1 1t1es, an revenues 

that allow£ 
or technologies, in that order. 

Statements #73 and #77 addressed the amount and type of media coverage 

muitinatio 1 • · · #73 fc · na orgaruzat1ons receive in their host countnes. Statement , re emng to 

McLuhan's (1964) "global village" concept, said that "news about parent multinationals 

often · 
reaches local media, whether positive or negative." Nineteen respondents agreed 

(nine stron 1 · f 4 24 R g Y agreed), and only one disagreed, for a soltd mean o . · espondents 

Were not k · . · l · · l as ed to distinguish how much coverage was earned about mu tmat1ona s or 

Whether the coverage is positive or negative. The latter was broached in Statement #77, 

Which · fd . . . 
Posited that coverage of multinationals is no worse than that o omest1c ent1t1es. 

~SM~ ) ement generated mixed results: 13 agreements (five of them strong to seven 

disagree 
men ts, for an inconclusive mean of 3. 5 5. 

In further analysis to determine whether the specific country may be a factor, the 

results · d D k N are Inconclusive. Respondents in New Zealand, Cana a, enmar , orway, 

China, Taiwan, The Netherlands, and Slovenia __ a diverse listing of countries -- agreed 

that C · · . a . . 
overage 1s generally no worse for multinatwnals than for domestic or 0 aruzat1ons 
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Those in Ro K . . . . 
ng ong, Austraba, Mexico, Japan, and Yugoslavia believed that 

lllultinatio 1 d . 
na s o receive worse coverage. However, results from those countries where 

lllore than one responded (the United States, Spain, and Saudi Arabia) were highly 

disturbin I 
g . n every case, one respondent agreed and one disagreed with the statement. 

In fact for th U . . 
' e ruted States and Spain, one disagreed while the other strongly agreed. 

The · 
se results tend to cast doubt on the reliability of the statement itself 

Statements #74 and #75 examined how much local public relations people 

Understa d 
n and use local media. Both generated strong agreement. Statement #74 

Postulated that locals understand media and are more likely to use them ( although it is 

not clear wh " d. h h at more likely" refers to -- more likely to use me 1a t an ot er 

conununication vehicles, or more likely than multinational organizations to use media). 

s~~ d 
en agreed, with an equal split between agreement an strong agreement. Only 

one disagreed, for an overall mean of 4. 14. Statement #7 5 went one step further, 

viewin h · · · · This g t e media as the most important of all publics for local pract1t10ners. 

statement 1 f4 1 
a so generated mostly agreement, with a mean o · · 

Statement #76 largely summarized Proposition Fourteen, that an ( excellent) local 

component of a multinational will build relationships with local media. Like many 

Previous statements, this represented normative assumptions. As an ideal, the statement 

faired Well . 13 respondents strongly agreed, eight agreed, and no one disagreed or was 

neutral. The mean of 4.62 places it squarely in the strongly agree realm. This indicates 

that th · · · 
e panelists believe the media are important, and because they are important 1t 1s 

cru. 
cial for local practitioners to build solid relationships with them. 
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CHAPTER V 

CONCLUSIONS AND RECOMMEND A TIO NS 

The research process leading up to this study has represented a lengthy 

immersion into the exciting arena of international public relations. While in two different 

graduate programs, I began a search for available literature on international public 

relations Fi d. 1· l h d d h · · · b d l · · · n mg very 1tt e t ere, I expan e t e mvest1gat10n y e vmg mto anything 

that had international implications: cultural anthropology, comparative management, 

sociology, international relations and other allied fields. What was learned there was 
' 

then added to the available theories on public relations, which created a potential 

foundati fc · I · on or a full-scale examination of internat10na practice. 

Conceptualization Summary 

That preliminary research process uncovered three main points. The first was 

that international public relations was new and unknown enough to have thus far 

attra t d · · bl. I · fi Id c e relatively minimal interest among researchers m the pu 1c re at1ons 1e . 

Seco d · · I d d. n , what few articles had been written in a search for theoret1ca un erstan mg 

concentrated mostly on how public relations is practiced in one country compared to 

Other · · h") countnes (what Culbertson, 1996, called "comparative researc · 

The final, related, discovery was that virtually nothing had been written on public 

relations in the multinational organization. A few articles had conjectured on the types 

and structures of international public relations agencies, but nothing had surfaced on the 

client side. It was as if no one thought that would be important. Managers in 

multinational organizations apparently thought of public relations in one of three ways. 
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Either the h d . . 
Y a no pubbc relat10ns program, they conducted it under the auspices of 

mark · 
etmg and saw no need to understand public relations in its own right, or if they saw 

the need th · 
, ey Just turned it over to the international agencies -- no doubt at great 

expense and while relinquishing all internal control over the process. 

With this thinking, no one seemed interested in asking questions about whether 

public relations d d · 1 · · 1 · · And ·f was nee e m a mu tmat10na orgaruzat10n. , even 1 common sense 

indicates th . . . 
at such a funct10n would serve a purpose, nobody was asking the obvious 

follow-up q · · · J bl. 1 · uesttons such as what would a multmat10na pu 1c re at1ons program look 

I"k 1 
e, how would it be organized, where would it be positioned or who would direct it, 

and · · 
sinular types of basic inquiries. When I started my investigations 10 years ago, there 

Was almost no research in this area. Today, aside from a few of these issues raised by 

Traverse-Healy, Botan (1992), and Epley (I 992), as well as the research track pursued 

by me and my committee members at the University ofMaryland (J. Grunig, 1992a; L. 

Gtunig, J. Grunig, & Vercic, 1997; Vercic, L. Grunig, & J. Grunig, 1996; Wakefield, 

1996), the drought of research on public relations in the multinational entity continues. 

My preliminary research also revealed that within public relations and some 

associated fields were existing theoretical domains that, if appropriately Inined, would 

offer a promising foundation for theory building in international public relations. The 

theories addressed two critical areas. One useful path of research came from the public 

relations theories that had been compiled into the Excellence Study described in the first 

and second chapters. The other critical area was a debate among the few who were 

discussing international public relations about whether it must be practiced locally or was 
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conducive to some global possibilities. Theories available to shed instruction on this 

debate existed mostly outside of public relations . 

Experiences with the global vs. local dichotomy clearly show that neither 

approach works well exclusively. Headquarters often pays dearly for relinquishino 
b 

control over its local units. Host offices operating without oversight have scrimped on 

safety standards, human rights, and other critical behaviors. This can result in 

manufacturing plant explosions or dangerous chemical leaks, "sweat shops," and more 

abuses that create irreversible public relations nightmares (Epley, 1992; Fombrun, 1996; 

Maddox, 1993 ; Manu, 1996; Vogl & Sinclair, 1996). Completely localized thinking also 

places multinationals into reactionary positions when problems cross individual country 

borders (Manu, 1996). Globalized thinking, on the other hand, reflects an 

"ethnoarrogance" that fosters dissension within the multinational's diverse work force 
) 

poor productivity, and products or services that do not fit local needs or desires. A 

worst-case scenerio of exclusive globalization was the Parker Pen debacle, where the 

entire business was destroyed by inappropriate global mandates (Maddox, 1993). 

From development management processes, Brinkerhoff and Ingle ( 1989) offered 

a resolution to the global/local paradox with their theory of structured flexibility . The 

theory stressed that international management need not be an either/or situation; rather, a 

proper balance of both views is the most effective approach. The authors suggested that 

certain principles and practices must be universally retained in any multinational 

organization, while others must be adapted to meet local needs. They referred to this 

balance as the generic (globally universal) and specific (locally appropriate) variable set 
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In 1991, in the written portion of my comprehensive examinations, I suggested 

that the B . 
nnk:erhoff-Ingle theory could be incorporated into public relations as the 

necessary foundation for balancing international practice. During the oral examination 

that follo d 
we , Dr. Marcus Ingle (one of the authors of the theory), Dr. James Grunig, 

anctnr L . . . 
· anssa Grurug all concurred that this foundat10n would be worthy of future 

study. The generic/specific applications of international public relations have since been 

Proposed · · . . 
in articles by J. Grunig (1992a), Verc1c et al. (1996), and L. Grurug et al . 

(1997) A . . . . 
· t the same time, the applications have been the bas1s for this study smce 1992. 

In the late 1980s and early 1990s, the Excellence theories in public relations were 

cornpiled d · · · d an tested mover 300 organizat10ns. The theories emphasize strategic public 

relations th t h 1 · · · h k h Id a e ps organizations make and carry out dec1s10ns wit sta e o er 

irnplications, rather than communication tasks that satisfy the whims of managers who do 

not und . . . . . . 
erstand the value of effective public relattons. The seruor pract1t10ner m an 

effective bl" . rr . pu 1c relations program was seen as part of the dommant coa 1 10n, scanrung 

the env· . . · · b · J 
ironment to identify publics who could support the orgaruzat10n or e potent1a 

threats t · bl. 1 · · 0 Its long-term success. Senior management would support pu ic re atwns m 

fosteri t fc · t J ng two-way communication that builds relationships based on respec or m erna 

anct external publics and a desire to balance mutual interests (J. Grunig, 1992b). 

Because the Excellence theory was based on fundamental principles of 

relationship building and was regarded as effective in a wide variety of organizations, the 

theo · bl · 1 · (V · ry Was set forth as the generic foundation for internat10nal pu 1c re at10ns erc1c et 

al. , l 996). This left two important elements to be completed. The first was to examine 
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the applicabir · . . . 
ity of this genenc concept of Excellence ma wide span of countries. The 

second Was t d . . . . . 0 
eternune what vanables would compnse the specific applications (by 

Virtue ofh . . 
avmg some influence on local practices), and to examine those variables along 

With the ge . . 
nenc vanables in a broadly international environment. 

A variety of theories from public relations and other research domains supplied 

Potenti 1 . 
a specific variables. The conceptualizatiDn for this study suggested that level of 

deveiopm . . . 
ent, the poht1cal environment, cultural and language factors, the potential for 

activism . . . . . 
' and the media all were specific influences on public relat10ns m host countnes. 

(L . Gruni J Gru . 
g, · rug, & Vercic, 1997; Botan, 1992). Constructs like activism and 

llledia co . 
verage also had the capability of influencing the practice across country borders, 

While cultu 1 · · hi · 
ra and language variables could influence the practice wit n countnes. 

With the generic and specific variables having been identified in this manner, they 

noww 
ere ready for testing in a multi-country environment. The variables were 

developed . 
Into fourteen propositions that were viewed as the necessary elements for an 

effective p . . . 
rogram m mternational public relat10ns. These propositions then were 

Incorpo · d · fr 
rated Into a qualitative instrument that could engender open-en reactwns om a 

diverse 
group of people. 

A Delphi study was the method chosen to research the variables because it can 

gathe th · · h h · 
r e collective wisdom of experts in a broad sampling of countnes wit out avmg 

to b · 
nng them together. The intent was to obtain feedback from the experts on the 

appropriateness of the generic variables in their respective countries -- to determine 

Wheth · · 'f h t er each given variable would apply in thelf cultural context, or I not, w at actors 
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exist to make it inappropriate. The study also intended to ascertain the influence of each 

of the specific variables -- what effect, if any, the variable would have on how public 

~~ . . 
was practiced from country to country and whether that influence would affect 

multinational · · · I h d · · · orgaruzations any different y t an omestic entities. 

After selecting the potential participants through a snowball sampling procedure 

(Delbecq, Van de Ven, & Gustafson, 1975), I sent th~ first instrument to the group The 

study Was conducted in two rounds. The first round generated 23 responses from 18 

cou t. 
n nes, and the second round fostered 21 responses from the same 18 countries. The 

results to the collected data were reported in depth in the fourth chapter. 

Numerous significant conclusions and recommendations can be extrapolated 

from thi 
s study. These will be presented below. First, I will outline the conclusions that 

arose from the results of the two rounds. Then, I will discuss recommendations for 

creating an effective international public relations program. In addition to the 

conclusions and recommendations the study has generated, there are implications for 

future research. As in any investigation, this study also had some limitations. These 

research implications and limitations will be presented, then I will add some final 

observations to conclude the dissertation. 

Summary of the Results 

The major purpose of this study was to establish a normative framework to direct 

future I · ( ns As mentioned in practices of public relations in multinationa orgaruza 10 · 

previous chapters, this normative characteristic means that the study was intended to 

Prescribe the ideals of public relations practice to achieve ultimate effectiveness in the 
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Internation l l ( 
a rea m J. Grunig, 1992a; Vercic et al. , 1996). The fundamental theories on 

Which this t d 
s u Y was based were normative (J. Grunig, 1992a), as were the propositions 

generated fi h . . . 
rom t ose theones. Also, the experts who part1c1pated were asked to 

examine th . . . . . . . . 
e propos1t1ons with that normative v1ewpomt m mmd. 

The Delphi panelists agreed that the study is primarily normative. Most of them 

commented that the propositions might work in the "ideal world," but the practical 

consider t· . . . . . . . 
a ions of today make 1t difficult to mcorporate them mto real-hfe s1tuat1ons. 

Some seemed to believe that the ideal state is far in the future or that it will never come· 
' 

others h . . 
' owever, commented that the public relations field 1s gradually movmg closer to 

that ideal th . . 
at will allow for the propositions to be feasible . 

But the study also unearthed solid practical implications. Examples of 

Conf orznit t h · · h · · I Y o t e Excellence principles had already been found m t e mternat10na realm 

before thi . . 
s study was completed (J. Grunig, L. Grurug, Snramesh, Huang, & Lyra, 

1995) I hi h · · l f · n t s study, as well, panelists offered several examples oft e pnnc1p es o 

effectiven · . · · fK (197 ) ess embodied m this study. This is consistent with the wntmgs o ant 4 

and othe h · 1 d h rs w o have suggested that there is nothing so pract1ca as a goo t eory. 

The other fundamental issue this study addressed was whether international 

Public relat · · · · · d · t xts Th ob · 10ns 1s drfferent from public relat10ns m omest1c con e · e vwus 

difference possibly could be illustrated with one question: Exactly which domestic 

context is one asking about? The fact that public relations practices differ somewhat 

from · l · f each domestic environment to the next shows the growmg comp eXIty 0 

International public relations. It is this myriad cultural, political, and economic 
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situations I . . . 
' anguage problems, the large vanety of media, the mcreasing numbers and 

International I 
c out of non-government organizations and activist groups, and additional 

Variables O · . . . . . 
r issues that can anse when conductmg mternat10nal public relations that 

makes the fi Id II e exponentially complex, 11 as one of the panelists summarized. 

yet, despite these interesting nuances in the practice around the world, the great 

ma· · · 
~onty of the Delphi panelists still viewed the fundamentals of public relations in similar 

fashion r 
' egardless of their country of origin. Thus, it should be safe to assume that 

Intern · 
ational public relations is much more complex than domestic public relations, 

tempered b 
Y a recognition that some fundamentals generally are globally accepted. 

So, with the basically normative nature of the study in place, and with the 

separation f · · · · b · b. d · 0 mtemat10nal public relations into certam uruversal as1cs com me with 

differenc . . . 
es m local application, the conclusions to the fourteen propos1t10ns now can be 

Presented R · · · I hil h I · · emember that the first eight represent uruversal pnnc1p es, w e t e ast s1x 

address · . . 
specific mfluences on host country public relat10ns. The propositions and their 

summari d ze responses are as follows. 8 

~O.li:itin- .u .. • • • 
~f. ~= Excellent international public relations is based on the philosophy 
0 fvvo- · · w way symmetrical communication that pervades the orgamzation 

0 rldwide .... 

This proposition was supported almost unanimously as a normative condition. 

Two-wa · d · bl Id · I · Y symmetncal communication is seen as a strongly eslfa e wor view. t 1s 

Becau hi · II · · h · . se t s 1s a summary the propositions repeated here are not a wntten m t elf 
entiret · h · ' · · d b I h I . Y, w ere ehpses appear in the propositions as presente e ow, t e comp ete 
Wording · · · 1 · d · h t t d c-. may be seen where each of the propos1t10ns 1s 1ste m c ap ers wo an 1our. 
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Particular) · . . . . 
Y important that multmat1onal orgaruzat10ns cany this philosophy throughout 

the World h . 
' rat er than Just in their home countries. However, multinationals today seem 

to fall far sh rt f hi . . . . 0 o t s 1deal, accordmg to the panelists; they are viewed as caring only 

about sale h 
s rat er than the creation of mutual benefits with their publics. This world view 

is seen as 
eventually hurting sales, instead of building long-term profits. 

~ositin- ..I..L,.. 

org~: This two-way symmetrical philosophy will be reflected in the 
l\fa nlZattonal culture and in internal communication styles worldwide. 
org na~e~ent would respect all employees as important contributors to 
two~nIZatJonal success, and would implement methods that foster participation and 

way communication among all employees throughout the world .... 

This proposition also generated support, although not as unanimously as the first 

one. Th 
at may be because the wording of this construct engendered misunderstandings 

about how. d" 
it 1ffered from the previous proposition. Nevertheless, there was sentiment 

that the probability of tension between global and local interests would be high in a 

rnultinati l · . 
ona , with perceptions in many such organizations that headquarters personnel 

are treated better than local staff It was thus conceded that in the international context 

there m b . 
Ust e two-way communication, fostered by mutual respect and trust, m order to 

break d 
own some of the natural baniers that exist between home and host offices. 

~ositin-..1..L~ . fi . ... _ ~= Excellent public relations is a strategic management unction 
Workin d . 

. . g as part of and directly with senior management and the ommant 
coahtto . · ·t· t 
h n, Worldwide. In an international program, the semor pract1 10ner a 

eadqu rt d · r . a ers will perform the managerial roles of boun ary spannmg, counse mg 
With t~e dominant coalition and setting communication strategies that support 
organlZ t· ' J ..r 

a Iona) goals. Senior practitioners in each country must a so pe, ,orm 
strateg· · · h" · h h d IC roles that identify local audiences bmld relations 1ps wit t em, an 
adapt . kJ ' 

qmc Y to changing local conditions. 
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There was strong agreement to this proposition, at least in theory, as long as the 

Wording is 
not construed as a "top-down" imposition of management. A common 

' 
supranation I 

a strategy was seen as both possible and wise, and the importance of local 

PUbli 
c relations strategists working in tandem with general managers was also viewed 

favorably Th 
· e panelists acknowledged that multinational headquarters can suffer from 

local pro 
grams gone awry and therefore have some responsibility to ensure that those 

local pr 
ograms remain sound. They also saw the importance of using the multinational 

diversity f h . 0 ost country expertise in planning and implementmg global programs. 

~o~iti.n.- J.1 .. 

Wo ~: Excellent international public relations is integrated, meaning that 
an; Wide, practitioners report to the public relations department at headquarters 

0 Work under a single umbrella (as opposed to, for example, public relations in 
r nle ~ountry under marketing in another under human resources, etc.) .... Public 
e ations · ' 

q . must be connected worldwide to build consistent programs and respond 
suuick)~ to problems that arise. A senior practitioner at headquarters must 

Perv1se all co . . mmumcat10n programs .... 

Agreement with the proposition was largely normative. The majority of the 

responde t · · · 1 · d ' n s saw 1t as a valuable organizational ideal but mostly 1mpract1ca m to ay s 

busines · 
s envlfonment. However, most panelists disagreed with the complete control that 

local ge 1 bl" I . nera managers typically are allowed to have over host country pu ic re at10ns. 

The respondents believed that most of these managers do not understand the purposes 

and act· · · . · J h hi d ivities of pubhc relations, thus perpetuatmg the same prob em t at n ers 

domest· · d h h d 1c pubbc relations efforts. The panelists widely acknowledge t at ea quarters 

should 1 d · b h so ve problems when the conflict has surpassed local boun anes, ut t ere was 

no indication as to whether headquarters should be involved in preventing the problems 

10 
the first place. There was additional logistical discussion about directing public 
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l · 5 from inside the multinational orga · · . . . re at10n mzation vs. usmg a public relations agency; 

but the discussion was inconclusive. 

·t· #5· An excellent inte t· yopos1 10n · . rna ional public relations program is not 
subordinated to marketmg, legal, or other organizational departments .... By 
remaining separate fr_om oth.er functions and building long-term relationships with 
all stakeholders, pubhc relations can help the organization make money and keep 
it from losing it to costly lawsuits, legislation, etc. 

There was complete consensus on this proposition as a normative ideal, and 

consensus on the practical desirability of the proposition, as well. Only one person 

seemed interested in subordinating public relations to any function, and that was the legal 

department. Most of the panelists also suggested that, although an autonomous public 

relations unit is not frequently seen in today's business environment, it is possible to 

achieve such departmental autonomy without much change in the organization 

Proposition #6: Senior practitioners all over the world will be qualified for their 
positions. They will be trained in public relations, not marketing or another field. 
They will understand the importance of having public relations integrated 
worldwide, as well as the importance of advising the senior managers and the 
dominant coalition. They will be qualified to perform the managerial roles of 
boundary spanning and counseling, and will value and foster the use of two-way 
symmetrical communication. However, there would be variations in necessary 
qualifications directly related to the given culture. 

The proposition attracted almost unanimous agreement that public relations 

people all over the world should be well trained for their positions. The respondents 

mostly agreed that this training should encompass certain "international standards of 

public relations education." The panelists seemed to concur that most practitioners are 

poorly trained, for local domestic positions as well as for international responsibilities. 

However, the responses varied significantly on what international standards 
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should ent ·1 
a1 or h 

' w at basic qualifi . 
consid catwns were necessary for a practitioner to be 

ered full 
y trained. Mos f . 

educat. t O the panelists seemed to think that undergraduate 
Ion should b 

e accompanied b 
Onderst . Y post-graduate training. All agreed that thorough 

anding f h 
o t e local lan 

locaJ p . . guage, customs, media, and other factors was important for 
ositions 

' and education . . . 
assist . on mtemat10naJ issues, cultures and perspectives would 

Internat· 
IonaJ practitio 

skills ners. Beyond that, the data were inconclusive as to what 
are nece 

ssary for effc · . 
~sit • ..,._ #- ective practice, or how the knowledge would be obtained. 

Ptacti~: In an e 
''JQi·h es Would ~

0 
t ~cellent multinational organization, hiring and promotional ••o.-·c 11 s er di . 

even, 1 •es" (tho vers1ty by offering equal opportunities to women and 
• J co se Who ty . II . 

PtoJQ llntry. Pa . pica Y are not accepted in the cultural mamstream) in 
Way Ote individu 7•cularly, the organization's philosophy would be to recruit and 

sylllllJefricaJ a s who are empathic to others and who have ingrained the two­
Values of respect, cooperation, negotiation, and compromise. 

The lllajority f . . . . 
div . 0 panelists agreed with the principle behind this propos1t10n, that 

ers1ty · 
IS a p . . 

os1t1ve qu rt . 
Pane . a 1 Y m responding to multicultural publics. However, the 

lists stron 1 
c,.1 g y concurred that multinational organizations should consider local 

'-I tora1 
Pra · Chces in th hi . 

for b e nng and placement of employees. Ultimately, despite the need 
alancin . 

g diversit · h fr Y W1t local mores the statement receiving the strongest support 
Oll) th ' 

e Panelists w " . . 
the . as, the only criterion for hiring should be, 1s this the best person for 

Position?" 
Thes d · 1· e results held up across demographics of gender an nat10na 1ty. 

As d. 
IScussed · 1 c· Adl 

19 in Chapter 2 however some management scho ars 1.e., er, 
~) ' ' aro-r. 

oued that . . . k d 
the muitmat1onaJ organizations are best eqwpped to brea own some of 

Prevair 
Ing em I . · c-. d. · c-. p . P oyment discrimination in host countnes and to 1oster ivers1ty 1or 

Os1tive 
Purposes B · · d dd. · I d · ecause of those arguments, this propos1t10n nee s a 1t10na stu y. 
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~sitin- "8 
•ntern~: Because th . 
ad •on ally h e orgamzation fa t b l d . 

aptabJe 't e public reJat· c~s a ur u ent, ynam1c environment 
to that envir ions program 1s structured to be flexible and 

onment, worldwide T . 
his Prop · · 

osition on flexib T . 
tlexjb -1. i ity received unanimous consent. Exactly how that 

l Ity sh 1 
ou d be exhib. 

increa ited, though, generated a multitude of opinions. Because of the 
Sed turb 1 

u ence in th . . 
in the Ill . e International context, flexibility seems to be more important 

UltinationaJ than ind . 
research omestic organizations. There was consensus that good 

and en . 
. vironmentaJ · . 
indicat scanning will allow flexibility to occur, and most panelists 

ed that org . 
anizational ad b·1· 

leveJ apta i ity will be successful only if carried out at the local 
rather th 

an on a 1 b p g o al basis 
~Siti,,._ ... . 
teJatio~= A nat· , . . 
ltilJ ?8

• A locaJ •on s level of development will affect the practice of public 
Pro ;dJUst to the :o~ponent of an excellent international public relations program 

g ani of com p i:ticular nation's level of development and develop an effective 
mumcation to respond to that environment. 

level of 
develop · 1 · · h lllu1 . ment generally was seen as an influence on public re atwns m t e 

hnationaJ . 
' despite s · h 

a/80 ome disagreement as to exactly what is meant by the term. T ere 
Was a 

Perceived . 
relat· correlation between development and the practice of public 

Ions· th 
' e less dev 1 ·nmb· = · 

Pr e oped a nation the more constraints exist to 1 it euective 
actice ' 

· The PaneJi t · f 
Ill . s s commonly believed that an effective local component O a 

Ultinar 
ionaJ PUbli · . · 

resuJ c relations effort will adjust to the local s1tuat10n. However, the 
ts Of thi 

s last ass . 
J>,.0 umpt1on were not definitive. 

os· 
teJat· •tion #Jo: . . . . . . 
WilJ IOIJs. A lo The pol1t1cal system of a given society will m~uence public 

respond to caJ component of an excellent internationa~ ~ubl1c ~ela~wns program 
and build relationships with whatever political entity 1t faces. 
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Political systems also seem to influence international public relations, but exactly 

how they affect the practice was unclear from the results of this study. For example, 

opinions were divided on whether public relations could exist under a totalitarian regime; 

half believed this would be impossible, while the other half postulated that public 

relations could exist even in these circumstances. The panelists agreed that public 

relations typically must adapt to the political situation, but only to a certain point. When 

it came to building relations with despotic governments, opinions were split. Some felt it 

necessary to respond to such governments, to expose them to economic and other 

pressures that would eventually force them to change. Others argued that public 

relations should set a global example by refusing to work with any regimes of this type. 

Proposition #11: An excellent international public relations program will respond 
to varying indicators of cultural differences within and between each country···· 

Culture arguably is the most important influence on the practice of public 

relations in multinational organizations. The study generated unanimous concurrence 

that public relations must adapt to cultural factors, and virtually unanimous consent that 

this adaptation must occur in host country offices rather than headquarters The 

panelists strongly agreed that multinationals must show empathy to local cultures and 

promote substantive activities that benefit the local communities. The only variance in 

opinions was centered on whether cultural differences occur within countries and not just 

between countries. The answer to that depends on the country in question. 

Proposition #12: Because language nuances vary from place to place, an excellent 
international public relations program will place people in each country who 
understand those nuances and can deal with them most effectively .... 
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Language may be described best as the most visible evidence of culture. 

Although language is strongly interconnected with culture, it can be supported as a 

separate specific variable because it is such an important influence in its own right. 

According to the panelists, the language issue is best handled by natives who understand 

all of the nuances and cultural interpretations, rather than by expatriates who understand 

language "from an outside perspective." Expatriates can be useful in local offices, 

however, if they function as equals rather than supervisors, and are perceived as "macro-

level advisors" on organizational missions and goals. Similarly, host country public 

relations experts can serve at headquarters by offering multicultural perspectives on 

decisions with important international consequences. 

Proposition #13: The potential for activism makes the international environment 
particularly turbulent, but the extent and type of activism may vary from society 
to society. Thus excellent international public relations will contain a component 
in each country that can scan the environment, identify potential activist groups, 
and build programs to deal with them. The means for accomplishing this may 
vary from country to country and even within countries. 

Activism was supported as a factor in international public relations, but it elicited 

less consensus than the other variables. Activism is powerful in some countries, not so 

prevalent in others, depending largely on cultural and political factors. The growing 

influence of transnational activism was broadly, but not unanimously, acknowledged . 

Those who recognized this factor perceived that headquarters should help identify and 

respond to activist pressures. The panelists were virtually unanimous, however, on the 

need for strong local public relations that scans for potential activist pressures and builds 

relationships with interest groups. Where such programs are in place, activism can be an 
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I 

I 

I 

I 

I 

Opportu . 
Illty rather tha 

:p n a problem for multinationals, according to the panelists. 
~sitin- J.,4 • 

P11h1:~· · 
Pllhhc reJati · ··· An effective local component of an excellent international 
Who tnay ha:ns pr~gram will build relationships with local media and with publics 

e received unr 1· t· · · · I · · ea 1s 1c pictures about the multmatwna orgamzatwn. 
The mass d ' 

me ia exert strong local influences. The statement, "a local component 
of am l. 

u tinationaJ . . . 
orgaruzat10n should build relationships with local media" generated 

Unanimo 
us consent · 

. among the panel; in fact, the majority viewed the media as the most 
llllport 

ant local pubr 
JC. 

transn . 
There also was strong agreement on the potential impact of 

atzonaJ m d' 
e ia. The panel mostly concurred that media reach is global and that 

lllUJtin · 
ationaJ enti . . . . 

w ties receive widespread coverage, but opinions were d1v1ded as to 
hether . 

111ultinati 1 · · · 
ona s receive better or worse coverage than domestic orgaruzatwns. 

Theoretical Conclusions 

It appe h · · · 1 bf ars t at the variables proposed for an effective mtematwna pu ic 
relations Pro ra . 

g mare supported in a broad base of countnes. All of the propositions set 
before th 

e Panel received general agreement and many of them elicited unanimous 
C , 
onsent of the . . 

Part1c1p t Th h 1 · that the variables can work in an . an s. erefore, t e cone uswn 
inte,-,.., . 

• ••ationaJ . 1 
setting seems reliable. However, the inference also carries severa 

assumpt· 
Ions: that the study was conducted effectively; that the panel members 

adequateJ · · · h h 
Y represent th · f t· ·ng in a vanety of countnes, t at t e e views o experts prac 1c1 

Prop0 .. 
~tion · b. d · d s placed before the panel did not affect their answers m any iase way, an 

that th 
e data fro,...., h . tely and objectively. "' t e panelists were interpreted accura 

The Variables ofE 11 . bl' relations already had been supported as xce ence m pu 1c 
sound :fu . . 

ndamental principles for effective public relatwns (J. Grurug, 1992b). Now, 
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after withstanding scrutiny in a broad cross-section of countries, the eight propositions 

extracted from the Excellence study seem to hold up as a universal foundation for 

multinational public relations. The basic principles of trust, respect, and compromise 

with publics contained in the model of two-way symmetrical public relations seem to be 

confirmed as universally accepted principles. There also is support for the proper 

positioning of public relations within the dominant coalition and for integrating the public 

relations function to maximize effectiveness in the multinational. Representative 

diversity seems to be accepted in most countries, as well as the need for proper training 

and qualifications of public relations officers on both local and international scales. 

The six specific variables proposed as potential influences on local public 

relations also elicited support from the diverse section of countries. The somewhat novel 

element is that some of the specific variables -- activism and the role of the media, for 

example -- have the potential for influence beyond individual country borders, and must 

therefore be considered in global programming. Other variables, like culture, language, 

and development, require different local approaches not only from country to country, 

but within countries, as well. 

Model of Multinational Public Relations Excellence 

As mentioned in Chapter 3, one of the advantages of qualitative research is that it 

allows for conclusions to emerge from the data, rather than starting with highly 

structured hypotheses and testing those hypotheses through laboratory experiments or 

other means (Babbie, 1989). One of the purposes ofthis study was to propose some 

principles, let them undergo the scrutiny of a variety of experts, and see if this process 
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could generate a theoretical framework for international public relations. With the 

apparent confirmation of the fourteen propositions in this study, it is possible to propose 

a .Model of Multinational Public Relations Excellence. This model is shown in Figure 4. 

The model describes, as simply as possible, the environment and interactions that 

should be considered for effective public relations programming in the multinational 

organization. It incorporates the structured flexibility approach of Brinkerhoff and Ingle 

(1989) re · · h · l d , cogruzmg that effective management responds to t e mterna an external 

contingencies that prevail in the international arena (Negandhi, 1983). It also attempts 

to highlight the necessary balance between global imperatives and local adaptations 

CBotan, 1992; Epley, 1992; Traverse-Healy, 1991). 

The contingencies in this model are reduced to those variables specifically 

discussed in this study. Certainly many other contingencies could be included, but the 

model is meant to illustrate the results of this study in a comprehensible way. Within the 

organization's enacted environment (depicted in the large, rounded square), political 

systems and level of development are seen as influences that can change from one 

country to the next. Culture and language can be different within countries as well as 

betw ·d· ·nfl b th een countries ( although culture also can be seen as the ovem mg i uence, 0 

Internally and externally, in international organizations). Activism and media systems are 

the variables that can influence practices within borders, but also can transcend borders 

and precipitate global programming and preparedness. All of these variables are 

Potential factors in the organization, so the multinational must be prepared to respond to 

these en · . · VIronmental factors at any given time. 
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Organization 's Environment 
(Publics) 

The Multinational Organization: 
Dominant Coalition 

2-way symmetrical communication 
Participative management 
Flexibility and adaptation 

International 
Management: if--

Line supervision over 
host country offices; 

Multinational PR: 
Part of dominant coalition; 
Open systems approach -
environmental scanning; 

.· 

Factors that 
differ within and 

between 
countries: 

Culture 
Language 

Extend philosopies 
of dominant coalition 

boundary spanning & 
cultural integration; 
2-way synunetrical ,, ... 

communication; 
PR guidelines & training 

l 11 
Bost Office Management: Local Public Relations: 
Open systems environment; 14-- Part of local dominant coalition; 
Participative management; Scanning & boundary spannmg; 

Requisite diversity Building relationships with 
local publics; 

Participation in global PR team 
(sounding board to HQ PR) 

.. 
Country-based factors: 

Political systems 
Level of development 

.. 
Factors that cross 
country borders : 

Activist groups 
(NGO's) 

The media 

... 

Figure 4 : Model of multinational public relations excellence, indicating factors affecting 

excellence and the organization and flow of public relations management within the 

multinational organization. 
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Within the top square that depicts the multinational organization are the primary 

characteristics and philosophies that foster effective public relations. These worldviews 

typically are established by the dominant coalition at headquarters, so this square 

represents headquarters, or the home country office. Because virtually everything begins 

with the dominant coalition, that is listed at the top of the square. The "symmetrical" 

values such as two-way communication, participation, and flexibility appear just below 

the dominant coalition, to represent the fundamental worldviews needed for effective 

public relations to occur. These are organizational world views, not those of the public 

relations department -- although the two often are intertwined. 

The boxes on the left side under the multinational square represent the line 

management structure that emanates from headquarters to the host country offices. 

Each of those offices is headed by a senior executive. Whether that person is called 

general manager, vice president, or something else does not matter. The point is that 

this is the person given responsibility over the activities in that particular office. 

The host country executives should be responsible for extending the "open-

systems" environment and symmetrical philosophies of the dominant coalition at 

headquarters. Also included in this "open" posture is what a senior international 

consultant and colleague of mine, Barbara Bums, calls "dual responsibility" over public 

relations. In other words the local executive must oversee public relations activities, but 
' 

should not be solely responsible for these activities. Instead, the responsibility should be 

shared with a local public relations officer who also reports back to headquarters -- and 

thus a headquarters public relations unit also can maintain some responsibility over local 
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public relations, shared with the senior executive from the host country office. 

To the right of the boxes indicating line management are those that represent the 

integrated public relations organization. The international unit is directed by a senior 

public relations practitioner at headquarters, who is an integral part of the dominant 

coalition and ensures that all public relations goals, strategies, and activities are aligned 

with the mission and goals of the multinational organization. This suggests that local 

strategies and activities might appear different from those of headquarters, based on the 

local variables for carrying out such programs. However, all of those activities are 

intended to support the mission of the organization, rather than conflict with that mission 

as often happens when local units are left alone in their planning and activities. 

Most large multinationals probably would have regional offices, as well. 

Although not depicted in this model, the structure for such regional units would look the 

same as that of the local units. A public relations officer in the regional unit would 

cooperate closely with the regional executive and likely would serve as an advisor to 

host country public relations personnel. However, the regional public relations officer's 

main reporting relationship would be to the public relations unit at headquarters, in order 

to maintain consistency in identity and reputation throughout the organization. 

The intent of this model was not to be all-inclusive; other researchers no doubt 

would think of additional items to add to it. Rather, the model was intended to show as 

simply as possible the normative conclusions of this study, and to highlight the ideal 

manner for organizing a public relations program in a multinational entity As mentioned 

in the eighth proposition, flexibility is a critical component of international public 
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relations. Th 
erefore, circumstances could arise that would necessitate adaptations to the 

Illodel. Sorne . . 
orgaruzattons, for example, may not allow for an integrated public 

relations pr h . . 
ogram, c oosmg mstead to have public relations officers report directly to 

their lo 1 · 
ca urut managers. In this case, the public relations professionals must work 

Within the 1 
se ected structure to ensure consistent public relations. However, in 

circumstances like these, the ideal programming ofinternational public relations begins 

to break down, and the organization opens itself up to future public relations problems. 

Recommendations for Practice within the Multinational 

This study attempted to emulate the Excellence Study in providing not only a 

theoretic 1 fr . . 
a amework but also practical recommendations on how orgaruzat10ns can 

0
Perate an ffc · h d t d t e ective public relations program. As one who as attempte o con uc 

Public relations in a multinational organization, I realized quickly that there were few 

Written s . . · · · h 
uggestions to guide international practitioners m orgaruzmg sue a program. 

The next fc · · b ffi · 
ew pages attempt to overcome this dearth of mformat10n Y o enng some 

guidelines for practice based on the theoretical constructs of this study. 

The recommendations will address the balance of central and local activities :first. 

Following that discussion will be more suggestions for effective multinational public 

relations, based on the conceptualizations to the study and its resulting data. 

Balancing Global and Local Public Relations 

E . d ,.._ b 1 · g aJobal imperatives of a arly m this study, I presented the nee 1or a ancm o 

Illultinational entity with local actions that respond directly to its publics. The following 

question Was raised: If there were a balance of programming at the global and the local 
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levels h , w at type f · · · 
o activities would be performed centrally and what would be done in 

host countries? 
Perhaps the data obtained from the Delphi study could now suggest 

sorne a . 
nswers to this question. 

At headquarters, the public relations activities would be centered on aligning 

overau public r 1 · · 
e at1ons strategies with organizational missions and goals. The 

headqu . 
arters urut also would establish training and oversight mechanisms to ensure that 

these goals . 
were accomplished throughout the multinational structure. Central activities 

thus rni h . 
g t include the following: 

* ~ ork with senior management to establish a pervading organizational 

bPhilosophy of two-way communication that fosters mutual respect of, and mutual 
enefit · h · s wit , mtemal and external publics. 

* Working with senior management to ensure that managers and employees 
thr~~ghout the world are allowed to participate in decisions and activities that 
positively affect the reputation and long-term success of the organization. 

* Ensuring that public relations is integrated worldwide, coordinating common 
goals of preserving and supporting the organizational reputation. 

; Establishing programs wherein public relations coope~ates close!y ~ith, but 
does not work under, allied departments such as marketm~, or~aruzat10naI_ 

evelopment, legal, or manufacturing, as well as cooperatmg with local urut 
rnanagers. 

* Ensuring that public relations managers are included in the dominant_coalitions 
of each organizational unit, scanning the unit's environment ~or p~tent_ial . 
Problems and opportunities so that decisions with public relat10ns 1mplicat1ons 
may be made proactively rather than reactively. 

* Establishing and implementing training programs so th~t p~blic re!at~ons . 
practitioners throughout the world can understand orgaruza~1~n_al rruss10ns, public 
relations goals, and common public relations themes and actJV1t1es. 
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* Fostering two-way communication within the integrated public relations unit, 
so that ideas and problems can be shared among the practitioners and all 
multicultural perspectives can be included in the decision-making processes. 

* Establishing and coordinating training programs for departmental and local unit 
managers so that they can understand the importance of preserving reputation 
through two-way symmetrical communication, respect for publics, and 
relationship building with those publics. 

* Helping to enact the philosophy ofrepresentative diversity, so that the 
organization can fully understand and communicate with the varying cultures 
represented within the international group of employees and external publics. 

* Establishing broad guidelines on public relations activities such as research and 
identification of publics, social responsibility, philanthropy, relationship-building, 
media relations, issues management, and crisis communication. 

* Establishing monitoring and accountability programs to ensure minimal 
adherence to the guidelines and standards just proposed. 

* Ensuring that these guidelines and standards are flexible enough to allow for 
needed local adaptations and to foster an environment of respect, negotiation and 
compromise when exceptions to these guidelines are appropriate. 

Public relations officers in host countries also would be responsible for setting 

strategies that satisfy local needs. But these strategies would need to be aligned with 

global strategies, to ensure worldwide consistency in the identity and reputation of the 

organization. For the most part, the local practitioner would develop and carry out 

public relations tasks that help the organization achieve its goals within the local 

environment. A listing of the local functions therefore would include: 

* Setting up public relations programs that are appropriate to the particular 
country's level of development, respond to its political situation, and are 
conducive to the local cultural mores 

* Establishing local scanning and research mechanisms that identify publics and 
potential publics and that monitor issues that may arise from some of these 
activist organizations. 
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* D 1 · · · . eve opmg and 1mplementmg programs that foster two-way communication 
with the various publics in the organization's environment, such as media, 
government officials, industry leaders, chambers of commerce, non-government 
org · · 

aruzations and other interest groups, and that, as much as possible, seek 
mutual benefits with those publics. 

* E . 
nsunng that any communication messages emanating from headquarters are 

adapted into appropriate local languages and cultural sensitivities. 

* Working with the headquarters public relations unit to establish feedback and 
mechanisms for sharing ideas between the local office, headquarters, and other 
host country offices. 

* A~vising the local senior manager on decisions he or she makes that have 
pubbc relations implications. 

* Assisting with the training necessary for the local senior executive to 
understand the goals and missions of public relations in the organization. 

* Establishing programs that help local publics understand the mission and goals 
of the organization and that reduce possible skepticisms or hostilities directed 
toward the multinational. 

* Helping the headquarters public relations unit on a reciprocal basi~ to 
understand the needs, desires, skepticisms or hostilities of local p_ubltcs, so as to 
make decisions that will assist the local unit in providing appropnate products 
and services to the local marketplace. 

Additional Practical Implications 

Along with offering greater understanding of the varying roles of headquarters 

and local public relations units, the conceptualization and data from the study brought 

out additional implications for multinational public relations. These are listed below: 

1. 
Better training for public relations practitioners throughout the world is the 
essential core to this entire framework of effectiveness. 

The panelists joined scholars who have previously written on this subject to 

suggest that practitioners currently are underqualified to perform effectively in the 
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complex international arena (Fitzpatrick & Whillock, 1993; Pratt & Ogbondah, 1996). 

Without qualified practitioners, the remainder of the conclusions and recommendations 

for this study become irrelevant from a practical standpoint -- multinational organizations 

could not hope for effective public relations, at least in the near future. Normatively, the 

recommendation still holds. 

2. 
The training for international specialists in a multinational should be 
different from that obtained by local practitioners. 

Although the panelists could not agree on what type of training is needed, it may 

be presumed that the training would differ significantly between those who practice at 

the local level and those in the international arena. Local practitioners would need to 

Possess some of the fundamental qualifications pointed out in the sixth proposition: an 

Understanding of basic principles ofresearch, strategic planning, and other core elements 

of the field . They also should fully comprehend the nuances of language, culture, 

politics, and media systems in their particular countries. In addition, they would have to 

be Well versed in the implementation tactics of the country in which they practice -­

Whatever tactics prevail. In other words, they must certainly be natives. 

International communicators would need highly specialized skills to sucessfully 

operate in a global environment. They would be interacting in a variety of cultures and 

Unfamiliar situations, and mediating between diverse cultural perspectives, breaking 

down stereotypes, and building cultural bridges (Kanter, 1995; Maddox, 1993). These 

character traits are parallel to the "third-culture" mentality proposed by several 

intercultural scholars (Casmir, 1993; Ellingsworth, 1977; Featherstone, 1990), but they 
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also offer the unique talents of boundary spanning, sensitivity to publics, and other 

characteristics that are essential for the public relations practitioner. 

Additional logistical skills needed to practice public relations internationally, as 

proposed in one of the statements for Proposition Six, would include strategic planning 

on a global scale, cross-cultural management, research design, implementation, and 

analysis and similar expertise most likely learned at the post-graduate level. More critical 

expertise would be a comprehensive knowledge and understanding of international 

issues, perspectives, and cultures. (John Reed, a preeminent international practitioner, 

has commented to me that the most important training for an international specialist is 

cultural anthropology.) Additional experience in the various functions of public 

relations, such as public affairs, issues and crisis management, community relations, 

investor relations, and media relations also would be important. 

Despite this need for comprehensive training, Vogl and Sinclair ( 1996) argued: 

"Very few top [public relations] executives at the largest U.S. multinationals are able to 

demonstrate knowledge and experience with regard to global issues ... and strategies" (p 

169). Many senior public relations executives in multinational organizations rarely travel 

abroad to strengthen their public relations networks, and even less frequently engage in 

face-to-face discussions with senior management in the host countries about building 

public relations expertise. Therefore, the expertise Vogl and Sinclair (and other experts 

in the field) believe is specifically necessary for international public relations specialists 

will become increasingly demanded at progressive multinational organizations. 
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3. To set the proper environment for effective public relations, the multinational 
should be moving toward the "transnational" stage of evolutionary development 
suggested by Adler (1997), or the similar "cosmopolitan" approach proposed by 
Kanter (1995). 

Adler (1997) illustrated the maturation of an organization as an evolution 

through four phases: domestic, multidomestic, multinational, and transnational or global 

The multidomestic approach emphasizes cultural factors to the point that each local unit 

is given complete autonomy to run its operations according to the needs of the local 

market. This perhaps reflects not so much a sensitivity to cultures, but rather a complete 

ignorance and fear of international processes that results from being new to the global 

mix. In the multinational phase, cultural factors decline in importance and are replaced 

by a global, "one least-cost" way of marketing products. In other words, economies of 

scale produce highly globalized, "one-size-fits-all" thinking. 

The earlier phases of evolution certainly would have an effect on how public 

relations is practiced in the multinational organization. In the multidomestic phase, 

where the local unit has complete autonomy, the organization would leave all operational 

decisions to the local unit manager. Whether this person would even hire a public 

relations manager would depend on his or her perception of the relative importance of 

the function . The person hired, and the tasks required, also would depend on the senior 

manager's understanding. If he or she saw it as unimportant, then no public relations 

would exist; if she or he viewed it as a support for marketing, then it most likely would 

become a tactical role, with a poorly qualified person in the position. In the 

multinational phase, with pricing being the overriding factor, any public relations staff 
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undoub 
tedly Would b 

e relegated to marketing support with little concern even for local 
Illarket d" 

au Jenee need 
s, much less the potential impact of dissatisfied local publics. 

This evo1uti d · 
on as escnbed thus sheds some light on the global vs. local debate discu 

SSed earf . 
Jer m this dissertation. Those on the local side of the equation would line 

Up With the . 

multidomestic phase. Culture becomes extremely important, and thus so 
does Ill . . 

eeting local 1 
cu tural needs. But the organization would lose control over 

anYthin 
g that cant . . . . . 

ranscend boundanes mcludina some public relatwns issues. The 
' 0 global · 

s1de of the . . . 
argument allies with the multinational phase and comc1des with those 

Who bf 
e Jeve glob 1 d · · fu I hi 

a a Vertismg and marketing campaigns can be success I. n t s 
Phase, both the . . 
. global publics and the possible transnational publics are completely 
ignored un1 

' ess they are seen as willing to buy globally homogeneous products. 

The final evolutionary stage suggested by Adler (1997), the transnational phase, 
seellls t 

o offer the best prospect for melding appropriate intercultural management 
technj 

ques With ffc · . · d Thi oach e ective public relations as defined m this stu Y. s appr 
Cothb· q·~~ d 

e best globalized thinking with the acknowledgement that culture nee s are 
differ 

ent and hi 
ghly sensitive. Adler illustrated it this way: 

Successful 1 · al dynamics need to g obal firms competing under transnat10n 

Understand their potential clients' needs, no matter where in the world the clients 

live Th ldwide client needs into ey then need to quickly translate these wor 

Products a d . d ts and services on a timely and least-n services, produce those pro uc 

cost basis, and then deliver them to clients in a culturally acceptable fashion for 

each of the national and ethnic communities involved (p. 9). 
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Kanter (l 99S) 1 . 
a so recogruzed the value of the transnational worldview, although 

she refc erred to O · · 
rgaruzat1ons that adopt this philosophy as "cosmopolitans." She 

suggested that . . . . 
only a few ent1t1es are progressive enough to effectively implement this 

lll.indset today. 
Those that do so hire the brightest and most talented people around the 

World and use th . . . . . . 
e1r ideas to effect multicultural perspectives for all of their decisions. 

Thus, the thinki . . . 
ng IS globahzed, but it arises from a variety of cultural perspectives -- as 

opposed to th . . . 
e one, home-country cultural mindset that dominates dec1s10ns m most 

org · 
~~~F . . 

· or example, one can walk into the headquarters of many multmat10nal 

entities toda 
Y and see a management team that looks awfully home-grown. But a 

transnational . . . . 
orgaruzat10n would have a highly diverse, and even multmat10nal, team of 

individuals . . . 
sittmg m managerial chairs at headquarters. 

Barris and Moran (1991) explained transnational development as the movement 

fi-orn an ethn · 
ocentnc to a geocentric approach to management. Maddox (1993) claimed 

that ethno . . . . 
centnc postures still dominate most multmat10nals today. In the more 

advanced · · 1 
geocentric approach, however, the transnational becomes "an mcreasmg Y 

complex . " b . h 
' interdependent organization" that constantly seeks a calla orative approac 

between and amo h d I b .d. · " The organization "uses standards for ng ea quarters su s1 1anes. 

evaluation and control that are both universal and local, " and "international and local 

executiv [ d ·d b. ( " ( 15) es are J rewarded for reaching both local and worl wi e O ~ec ives p. · 

The transnational organization carries several opportunities for public relations. 

First · · · h · Id b ' management in this structure acknowledges cultural d1vers1ty, t us, 1t wou e 

lhore likely to develop mechanisms for scanning the opinions and attitudes of that 
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eclectic cultural environment. Second, the transnational tends to balance its global 

mission and goals with local implementation. As a result, its management would be 

more likely to recognize the importance of two-way communication between home and 

host units and their publics. This would necessitate more global teamwork between 

public relations staff members around the world which should foster a group of , 

practitioners who are well versed in the processes that are considered more effective for 

public relations (Wilcox, Ault, & Agee, 1995). 

The final advantage for public relations in the transnational is related to the cross-

cultural nature of the management team that would be in place. Although this factor 

generally is seen as a positive by comparative management experts (Kanter, 1995), the 

integration of such a highly diverse team would require skilled communication to build 

the necessary cultural bridges that help such an organization succeed (Maddox, 1993). 

This brings up the next recommendation, as follows. 

4. Within the cosmopolitan organization, public relations practitioners should be 
prepared to perform the crucial function of "cultural interpreter/integrator" 

The need for cultural integrators in multinational organizations was proposed by 

Maddox (1993), and later by Kanter (1995). The reason should be apparent in the 

nature of the transnational organization as just described. When an entity pulls together 

staff members from all over the world and uses their combined expertise for decision 

making that will be broadly accepted, it is emphasizing diversity in its ultimate form. 

And the fundamental meaning of diversity is "difference" (Robbins, 1996, p. 44). Many 

organizations, however, view these normal human variations as a stigma to be curtailed 
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as much as possible I fl 
· n act, managers who recognize cultural differences in their 

organizations oft 
en are labelled as "prejudiced, racist, sexist, ethnocentric, and 

unprofessional" (A 
dler, 1997, p. 98). More often than not, the label describes the 

labeller more th 
an the one being stereotyped. 

In the successful global entity, cultural differences are not something to be stifled, 
but celebra d 

te and unfettered (Banlcs, 1995; Kanter, 1995). Cosmopolitan managers 
Understand th . 

at cultural drfferences either can undermine intended goals or foster mutual 
growth d 

an cooperation. Harris and Moran (1991) alluded to the latter result as the 
development f II 

0 
cultural synergy. 11 They explained that cultural synergy 

is separate parts functioning together to create a greater whole and to achieve a 

common goal . . . . [Synergy] emphasizes similarities and common concerns, 

Integrating differences to enrich human activities and systems. By combining the 

best in varied cultures and seeking the widest input, multiple effects and complex 

solutions can result (p. 11). 

Ifowever, this synergy is difficult to achieve even in the most cosmopolitan 

organizations. Adler (1997) cited an executive who said, "I have been involved in many 

situati · · 1 d 
ons over the years, but I can't think of one made easier because It mvo ve more 

than 
one culture." Another added "I can think of no situation ... where managing 

' 0 d" 
r Inary b · · · olved people from more usmess became easier or more effective because It mv 

than o J · 1· 
ne culture" (p. 99)_ I c. h 1 noted that intercultura mterac 10ns n 1act, some sc o ars 

onen emph · . . . . b participants and engender asize differences rather than si1111lanties etween 
nu 

sunderstandings, more prejudice, and less cooperation than existed before the 
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interactio 

ns occurred (Adler & Doktor, 1986). This makes cultural integration in an 
org · 

aruzation · 

Particularly daunting. But, in the transnational entity that stakes its success 
on such interact. hi 

ions, t s process becomes all-important. 

Maddox (1993) and Kanter (1995) both have proposed a new function in 
IllUltinational or . . . . 

garuzations, called the cultural integrator. The mtegrat10n role was 
conceived £ . 

or domestic organizations by Lawrence and Lorsch (1967) three decades 
ago, but it has b . . . 

ecome more important as entities have gone mtemat10naI. Maddox 
explained: 

The in · c. · 
creasmgly dynamic nature of organizations and the many 1oreign 

environments in which they operate has created a situation so complex that even 

highly capable general and functional managers must be given specialized 

functional help in dealing with the cultural issues that impinge on their decisions 

(p. 38). 

. So, if cultural integrators are needed in multinational organizations, what type of 

Individual wo ld . f h onents of the cultural . u assume these roles? Of course, neither o t e prop 
lnteg 

rator role h d b . Kanter (1995) apparently was thinking a pu he relations in mind. 

generally of· ct· . . . d t who promote the global 10 
ividuals who possess the cosmopolitan mm se , 

over the lo 1 · t Maddox (1993) 
ca but still understand the need to balance local mteres s. 

also 
Valued th ,, hi h . d those who have "necessary e t rd-culture" mentality but emp asize 

levels of c 
Ultural awareness" (p. 51). 

Ev · t thinking about public en 1fKanter (1995) and Maddox (1993) were no 

relations rfaced within the research ' strong parallels to their arguments already have su 
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dolll · 
ain e.rnbodi . 

ed m the Excellence . . . 
study co d study and m the propositions to this study. In a 

n Ucted a 
mong public relat · · . 

the cuJt . wns pract1t10ners in Greece, Lyra found evidence of 
Ural mte 

grator role in their a . . . , . . 
Grunig, L . ctivities. Lyra s study 1s reported m an article by J. 

. Grumg, Srirame h H 
s ' uang, and Lyra (1995). 

I<:ante fc r re erred to th . 
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5. Integration of the public relations function in the multinational requires the values 
of interaction implied in the two-way symmetrical model. 

The paradigm of interactive public relations was proposed by Banks (1995) in his 

book, Multicultural Public Relations. He argued that the traditional, tactical form of 

public relations arises from a management worldview that one-way communication is 

sufficient -- that the organization does not need to monitor activities of publics or listen 

to them to build mutual understanding. This worldview also tends to construct publics 

as "the enemy," with whom the organization does not wish to communicate until it has to 

do so. The combination of this enemy mentality and one-way communication philosophy 

places organizations into situations where they are surprised by what their publics do to 

create issues and problems. This is a "reactive" mode to issues and publics. 

To counter the reactive mentality of traditional public relations, scholars in the 

field and in issues management have called for "proactive" public relations. The 

proactive stance is an attempt to find publics long before the publics begin to pressure an 

organization, and to persuade them to see things from the perspective of the 

organization. This view is far better than the reactive position, because supposedly it 

gives organizations more control over their publics (Banks, 1995). The proactive view 

also is supported by the Excellence scholars, who advocate the value of scanning for 

issues and opinions so that the organization can identify and respond to publics who 

foster those issues in their earliest stages. Through these proactive strategies, the 

organization can avoid or reduce the effects of problems and maintain its profit margins 

(J. Grunig, 1992b). L. Grunig (1992b) stated that "proactive programs ... are vital in the 
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1990s, largely as a result of the environmental, consumer, and feminist movements of the 

last several decades" (p. 506). 

Post and Kelley (1988) argued that neither reactive nor proactive public relations 

build beneficial relationships with publics. As noted in chapter two, one reason is that 

publics are gaining more influence and now are able to contend with organizations on 

equally powerful footing. Therefore, organizations must recognize their interdependence 

with these publics. Rather than being reactive or proactive (stances that would be 

considered asymmetrical), the more successful organizations will be "interactive" with 

their publics. Post and Kelley (1988) explained, "a responsive organization will tend, 

over time, toward an interactive approach toward the stakeholders in its ... environment 

That is, dialogue becomes the key to an interactive approach" (p. 347). Banks (1995) 

later argued that interactive public relations is the essential foundation for relationships 

between organizations and their publics. 

This interactive approach fuses together the managerial and relational aspects of 

public relations and is consistent with the values of two-way symmetrical communication 

embodied in the Excellence model. Like their proactive counterparts, interactive public 

relations managers must scan their environment frequently to identify publics and 

potential publics, and to monitor the evolution of issues. They still must be responsible 

for all communication programs with both internal and external audiences. But instead 

of doing this for defensive purposes that turn out reactionary in the long run, they are 

emphasizing relationships with their publics. These relationships are based on 

interdependence and respect for the rights and values of their publics, not on conflict or 
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control. Also, as Wilson (1996) illustrated, publics are not selected on their current 

influence or interactions with organizations -- rather, any and all publics are viewed as 

having inherent worth (as in the case of the Maori ofNew Zealand mentioned by one of 

the panelists in this study). 

The international arena offers great potential for bringing the interactive 

paradigm to the forefront of public relations. As noted several times, the myriad 

dynamics of the international environment tend to intensify the potential problems and 

opportunities of relationship building. Bringing together the diverse cultural groupings 

within a multinational structure requires delicate balancing of headquarters-based and 

host country opinions. Although the expenses and time constraints of travel render face­

to-face communication in the multinational more difficult than any other organizational 

setting, such internal communication is much more important in this structure (Adler, 

1997). Also, with the growing power of non-government organizations and other 

activist groups that transcend national borders, symmetrical communication moves from 

a normative ideal to a practical imperative in the global environment. 

The panelists clearly agreed that highly interactive, two-way communication is 

critical if the multinational is to be effective. Top-down, authoritarian philosophies are 

doomed to fail because they ignore the realities of local needs and opinions. At best, 

asymmetrical management will lead to internal disloyalties, decaying productivity, and 

external resentment in the host countries. At worst, this worldview will be a catalyst for 

internal rebellions, activist pressures, government intervention, and, ultimately, 

evaporation of the local markets as the problems that arise there overwhelm the 
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traditional pursuits of the multinational. 

An effective public relations program should foster highly sensitive cooperation 

between local practitioners and those at headquarters. Host country practitioners in 

many ways become the eyes and ears of the multinational, reporting through the ranks 

about potential issues that are arising within and outside of the organization. This 

reporting arrangement will occur, however, only if senior executives in the local offices 

and at headquarters foster it through visible support. It will be effective only if there is 

mutual trust between the practitioners in host countries and at headquarters. 

If this scenario works well in the multinational, it becomes possible for public 

relations to utilize the best and brightest multicultural talents from all over the world in a 

highly interactive scanning and planning process. They will have the freedom to 

frequently communicate, and they will gain the desire to do so because they speak the 

same language of public relations. The ideal situation for ensuring this state would be to 

transfer all public relations people back and forth between local offices and headquarters 

(or regional offices, if such exist). This mode of transferring multicultural personnel was 

suggested by Kanter ( 1995) as basic to the success of the cosmopolitan organization. 

6. Multinational public relations should be directed from inside the organization, 
instead of relinquishing all control to outside public relations agencies. 

The use of outside resources was discussed in second-round statements for the 

fourth and eighth propositions, and the results were inconclusive. The conceptualization 

phase, however, indicated that the organization loses control of public relations when all 

strategies and activities are completely turned over to the global agencies or agency 
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networks. As Repper (1992) explained after many years of working with agencies, 

"Calling in outside experts and consultants [to perform public relations] helped to 

establish credibility with management but seldom ensured better results" (p. 111). 

It is becoming apparent to authors who look specifically at international public 

relations that the program needs to be maintained by someone who works within the 

organization. Unlike outside agency personnel, this person would fully understand the 

interests and goals of the organization, its public relations needs, and the day-to-day 

changes that take place in a dynamic international entity. It is difficult for outside 

agencies to maintain this institutional knowledge, because they are not part of the daily 

operations of the organization. Agencies also are notorious for high rates of personnel 

turnover, which necessitates a constant ( and often expensive) education process for the 

multinational client. However, if no one sits in the organization to understand the 

connection between the public relations goals and the purpose of the agency, who would 

train the agency to properly serve its purpose? 

Vogl and Sinclair ( 1996) explained that, despite the argument for internal 

management of public relations, multinationals today tend to give international 

communication only token acknowledgement. They relinquish all local public relations 

activities to foreign subsidiaries, "who in turn assign these responsibilities to local firms 

-- frequently advertising agencies." They argued, however, that "while it is tempting to 

farm-out all manner of public relations and advertising functions tlu·ough foreign 

subsidiaries, this results in significant lack of central knowledge and control" (p 169). 

The consequence is that organizations march forward with their own agendas while 
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failing to understand what is happening with publics in their environments. Thus, the 

dominant home-country mindset is perpetuated, while the world around them is movino 
• b 

Into a co 1· · 1 b 1· · mpe 1t1ve global era that demands more g o a 1zed public relations. 

Another problem that surfaces when no one is present to manage public relations 

Internally is that agency relationships and activities become subservient to the marketing 

mindset. This mindset usually prevails when the organization retains advertising 

agencies, as Vogl and Sinclair ( 1996) suggested. When this happens, the agencies 

concentrate on sending one-way messages over mass media to potential consumers. All 

other critical stakeholders pointed out by Esman (1972) and by J. Grunig and Repper 

(I 992) are ignored, and face-to-face interaction also is curtailed because it is difficult for 

the agencies to obtain commissions from such communication. The public relations 

goals of scanning and relationship building are sacrificed, and the organization becomes 

vulnerable to Jong-term damage from its publics. 

This is not to argue that public relations agencies should be avoided in a 

multinational program. As in the domestic context, there is a place for agencies; 

otherwise, they would not exist. Local agencies can be particularly useful when staffing 

resources in the host country offices are not sufficient, or there is insufficient budget for 

high-level personnel. They also can be helpful in extending local contacts that may not 

be developed by the multinational office, or in assisting with large scale events or 

programs that are beyond the resources of the internal staff 

There are a variety of global public relations firms or global agency networks 

headquartered around the world that provide strategic counseling to multinationals. 
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These global agencies or networks can assist the multinational with certain programs or 

large issues that transcend borders, as mentioned previously. They also can be costly, 

however, and they still need direction on internal missions, organizational cultures, public 

relations goals, and other important elements of the practice from someone inside the 

organization who understands it well (Vogl & Sinclair, 1996). 

7 · All of these recommendations, if they are to be realized, require the support of 

the dominant coalition at all levels. 

The first recommendation listed training as a prerequisite for this framework of 

excellence in international public relations. Without proper training, it was argued, none 

of the other suggestions would make any difference. The same can be said about this 

final recommendation; if there is no management support for the principles of public 

relations effectiveness, even the most well conceived programs will fail. 

Management support is well established as one of the strongest indicators of 

successful public relations in a domestic context. For example, l Grunig ( 1992b) 

proposed that in the end 
' ' 

organizations behave in the way they do -- in our case they choose the public 

relations programs they do -- because the people who have power in an 

organization choose that behavior. Organizations frequently do not choose the 

most rational type of communication behavior for their environment because the 

dominant coalition does not make a rational decision (p. 23). 

Where management does support public relations, there is a greater chance fo r an 

excellent program to be put into place. 
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....... 

The need for management support seems even more important in the global realm 

than in domestic operations. In the first place, dominant coalitions can exist in the 

multinational both at headquarters and in the host countries. For public relations to 

succeed in such a situation requires the support of management at both levels. As the 

panel noted, if solid support is not established and clearly shown by headquarters 

executives, it becomes easy for local managers to eliminate or reduce the critical 

elements that help public relations be effective in the local units. 

However, executive support for public relations still seems like a distant dream in 

today's typical multinational, for a number of reasons. First, the fact that multinationals 

emphasize the marketing support roles rather than strategic public relations (L. Grunig, 

1992a) shows that entrenched worldviews still need to be changed. Second, as Vogl and 

Sinclair ( 1996) pointed out, it seems that multinationals do not wish to respond to the 

growing need for international public relations. Their senior managers rarely travel 

outside of their comfortable headquarters offices, and often they hand over control of 

their international programs to local subsidiaries. Finally, the sheer complexity of having 

many more managers in the multinational structure, with varying cultural backgrounds 

and managerial perspectives, will make the task of creating effective public relations 

much more difficult to achieve than it would be in domestic organizations. 

Recommendations for Future Research 

With the apparent confirmation of the propositions, and with the model 

developed from these propositions, this study should provide an introductory theoretical 

framework for effective public relations in the multinational organization. This 
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nonnative framework not only supplies guidelines for more effective practice, as just 

illustrated, but also should create a foundation for future research in "international public 

relations" as characterized by Culbertson (1996). The study more clearly explains the 

generic and specific concepts and extends the principles of the Excellence study further 

into the international arena. As a result of this framework, the study should contribute to 

the growing body of knowledge in public relations. 

In addition to the practical implications of the study, the data obtained from the 

propositions that did not generate consensus have suggested opportunities for future 

research. These are explained as follows. 

The first possibility relates to more confirmation of this study. Because the 

expert panel included only 23 around the world, a larger panel could be used to gain 

greater universal confirmability of the results. Specifically, more panel members from 

each country would indicate the degree to which that country was accurately represented 

in this study. Another examination with a broader sampling of respondents could test 

just the declarative statements and the attached Likert scales. This broader sampling 

could provide greater confirmabiJity of the second round results . Another study could 

perhaps add more variables to the framework __ especially specific variables -- and test 

them to see what additional influences have an impact on local public relations practices. 

Several future research possibilities also came from responses to the declarative 

statements. These potential research areas include: 

1. Additional studies on how the multinational organization views and practices 

social responsibility (actual behaviors) in its home countries vs. its host countries, as well 
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as testing differences in public perceptions (the perceived behaviors) in home-and-host 

countries toward its socially responsible behaviors in each location. 

2. Similar to the first possibility, except directed internally, a study comparing 

how employees in host countries feel the multinational treats them vs. how home-country 

employees and expatriots are treated. 

3. Additional studies ( several could be done) seeking more feedback on whether 

universal training of public relations practitioners is possible or desirable, and, if so, what 

would be considered as fundamental universal elements of public relations that could be 

incorporated into the training. 

4 . An examination of senior executives of multinational subsidiaries to determine 

their understanding of public relations -- something that was strongly questioned by the 

panelists. (Perhaps some of the same instruments that were used with senior executives 

in the Excellence study would provide some comparative measurements for this issue, or 

perhaps they could be given the same declarative statements that were given to the 

panelists in this instrument, and have the results compared.) 

5. Investigations into how multinationals use public relations agencies, and 

whether those uses compare favorably with the principles of effective multinational 

public relations. Do most multinationals use global agencies or global networks, or do 

they mostly use local agencies? Do they use public relations or advertising agencies? 

Are their uses centered on public relations goals or marketing goals, or both? Do they 

have someone in-house to direct agency efforts at both the local and international levels? 

Are agencies helping to perform strategic roles, or just technical roles? And, most 
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Were as follows: 

1. The cross-cultural nature of this study could have subjected it to all types of 

error. As Rieger and Wong-Rieger (1988) explained, error is a common problem in all 

intemational studies -- errors in language interpretations by both the participants and the 

researcher when second languages are involved, differences in cultural interpretations of 

the same situations, and such. This study certainly was no exception. All but one of the 

participants seemed to speak and understand English well, and I offered varying avenues 

for giving responses to meet their own comfort levels. Nevertheless, differing 

perceptions and interpretations still could have contaminated the results to some degree. 

2. Related to this problem, potential differences in interpreting one fundamental 

element of the study could have skewed the data. One of the participants in the pilot 

pointed out that Europeans tend to view the term "symmetrical communication" 

differently than Americans. r attempted to correct that concern by offering definitions of 

the term and other potentially ambiguous concepts used in the study, but there still may 

have been confusion or differing interpretations of the symmetrical concept, as well as 

other fundamental ideas. 

3. The size of the panel probably was too small for such an extensive study. 

Linstone and Turoff (197 5) proposed that in a Delphi, panel size does not matter as 

much as the expertise or input offered. Other commentators noted that Delphi panels 

can range from as few as seven to hundreds of people (Delbecq et al. , 1975; Pill, 1971; 

Tersine & Riggs, 1976). However, intuition tells me that for a study seeking a 

worldwide range of opinions, probably more than 23 would have been highly 
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appropriate. Not only was the number itself quite small, but it is easy to question 

whether one or two people in a given country represent the breadth of understanding or 

opinions that may exist there. 

A qualitative study should not be intended to obtain a representative sampling of 

respondents. In the case of international public relations, as Dr. J. Grunig suggested to 

me, such a "representative" group probably does not exist. However, to assess the 

confirmability of this study, as suggested in Lincoln and Guba's ( 1985) criteria for 

effective qualitative studies, I believe a much larger panel would have been valuable. 

4. In addition to potential size limitations, the composition of the committee may 

have been problematic. I had utilized a snowball sampling procedure in an attempt to 

find "experts" among both the scholarly and practitioner ranks so that I could compare 

their opinions about the propositions. This task proved to be un.fiuitful, because almost 

no real differences surfaced for any of the propositions. 

The concern is in the selection of experts, for two reasons. First, they were all 

acquaintances of mine or of someone else ( as is usually the case in a snowball sampling) 

Could the responses of the panelists therefore have been biased by the very fact that 

many of them knew me or my committee members and previously had been exposed to 

many of the principles of the Excellence study? Also, I found through the first round 

responses that some of the scholars, particularly, were well acquainted with international 

communication issues but were not adequately versed in public relations. One 

respondent, for example, continually referred to the local office as the "bureau," as in 

news bureau, obviously reflecting his journalistic background. These problems could 
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have introduced inaccuracies into the results. 

5. The final limitation was my own potential biases. Agar (1986) suggested that 

bias is possible in any form of research, but is particularly salient to the qualitative 

project. Any researcher, of course, comes into a project with his or her own 

perceptions. Mine perhaps came from the fact that I practiced international public 

relations for six years while conducting this study. I personally had seen the pains and 

pitfalls of implementing public relations in a multinational organization, which no doubt 

affected my own beliefs about what may or may not be appropriate. Many of those 

beliefs were centered on the propositions to this study. Also, because I completed the 

study in isolation from scholarly companions, I had to perform the interpretation phases 

on my own rather than using a committee as suggested by certain Delphi experts 

(Delbecq et al. , 1975). Therefore, it is possible that my own experiences could have 

biased my instruments and interpretations. 

Recognizing the possibility of bias, I tried to be as objective as possible in 

formulating my instruments and interpretations. For example, in the second instrument 1 

purposefully included dissenting opinions that I disagreed with, to offer panelists a 

chance to respond to both sides of each issue. Also, some of the procedures I used in 

the interpretation process, such as reviewing responses without knowing their sources, 

perhaps assisted in maintaining objectivity. Whether these actions were enough to offer 

panelists all possible avenues for dissent and to retain objectivity is not really possible to 

know until future research projects are conducted. 
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FinaJ Words, or -- Chaos? 

One final note. Or, call it my last disclaimer, if that is appropriate. After more 

than 300 pages of writing and a learning pursuit that has taken nine years to complete, 

what I say next may seem strange. But the comments represent an attempt to honestly 

assess this study and to add some post mortems. I also want to make sure my thinking is 

not misinterpreted by any future researchers, Ph.D. students or otherwise, who take this 

dissertation off the library shelves, dust it off, and refer to it for subsequent investigations 

of international public relations. 

I have a story. In the true ethnographic tradition that fueled my interest in 

qualitative research, story telling is appropriate. Tms is not to imply that this study was 

an ethnographic project. Rather, it is to justify __ or at least rationalize -- the following 

story as helping to frame my thinking about the utility of my own study. 

Two summers ago, I sat in an outdoor restaurant on the grounds of an old, 

abandoned castle overlooking the stunning vista of Bled, Slovenia. With me were my 

wife and two members of my committee -- Drs. James and Larissa Grunig. The second 

annual International Public Relations Research Symposium had just ended, and we were 

discussing the people and ideas we had just experienced in the two-day conference. 

Although the Grunigs were the obvious "stars" of the symposium, they also 

suffered considerable critique of the two-way symmetrical worldview of public relations. 

As the creator of the symmetrical model, James Grunig endured the brunt of the 

discussion. This was not because the attendees disagreed with the symmetrical model -­

to the contrary, the model was cited in almost every paper presented. Rather, the 
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parpticipants contended that the model was not applicable to "real-world" settings 

Some people even suggested that because the model did not apply to actual practice of 

public relations, perhaps it had not been conceptualized well enough 

I do not agree with the criticisms of the symmetrical model at the Bled 

conference, nor with those criticisms that have come from other sources. Much of the 

disapproval has stemmed from practitioners who say that no organization can truly 

practice symmetrical communications because they would have to relinquish some of 

their power (and presumably their profits) to their publics. Having practiced for more 

than a dozen years myself, I argue the opposite: An organization that does not treat its 

publics with respect and does not engage in dialogue with them honestly and openly will 

not survive in the long run. Therefore, I think the symmetrical assumptions have great 

practical application for the field, even with the slight modifications that have 

subsequently occurred (as shown by Dozier, L. Grunig, & J. Grunig, 1995). 

I also disagree with the criticisms because without those models the public 

relations field would have had precious little foundation for the research that has been 

done in the past two decades. I am not alone in that thinking. In a discussion about the 

various paradigms operating in public relations today, Botan (1993) said, "It may not be 

an exaggeration to say that Grunig's work over the last 20 years has provided the 

foundation for there to even be a paradigm struggle in public relations" (p. l 09) .. 

Nevertheless, I remember well the reaction of Dr. Grunig that night at the castle 

restaurant. He said that it was difficult for him to sit and listen to all of the criticisms of 

his early model ( even though he had taken the discussions in a highly professional 
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manner during the conference). Then he said, "be very careful what you produce in your 

early research. Even if your own thinking about your preliminary research changes over 

the years, everybody else will cite that early research as though you still believe it. s o, 

you have to live with your early work for a long time." 

With that story told, my final comments are this: After this study, after pulling 

together the propositions on international public relations, after testing them through a 

variety of scholars and practitioners in public relations around the world, after 

developing recommendations based on this study, and even after practicing international 

public relations myself for many years -- after all this, I'm not sure how much merit the 

study deserves. 

Blame chaos theory for my suspicions. Chaos theory does not follow the 

patterns of traditional science as described by Kuhn (1970), but looks for and even 

celebrates the "outliers" or the exceptions to the norms. Cottone (1993) stated: 

Chaos looks at real world phenomena and sees what really happens in the world . 

It acknowledges the orderly patterns in disorder, it sees sudden and profound 

changes fluctuations bifurcations oscillations, and transformations. It ... like 
' ' ' 

nature, is multidynamic, always changing, rearranging (p. 171). 

Actually, chaos theory is not so much theory as it is life itself; it is the haphazard 

state of humankind and the world around them that long predated the human 

constructions of science. Chaos theory often leads to transformation through the 

revolutionary thinking of individuals who shatter those norms and point out why they do 

not fit the holistic cycles of life. 
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Cottone (1993) suggested that public relations "is poised for new discovery" (p 

172). Public relations desperately needs new discovery. Chaos theory helps the 

discovery process because it is concerned with global systems, and public relations is 

becoming global. Also, chaos theory incorporates the entire interdisciplinary realm that 

is the very nature of public relations. Chaos advocates acknowledge the extreme views 

that the field must address if it is to benefit a society characterized by dramatic changes 

and accelerating turbulence (Maddox, 1993), for it is the extremes in society that often 

foster turbulence and changes. And the unmanageability of public perceptions make 

public relations an inexact science. As Murphy (1996) stated, "because it emphasizes 

uncertainty, open-endedness, plurality, and change, chaos theory runs counter to the 

goal-oriented, certainty-seeking mode which many public relations professionals and 

their managements are currently trying to refine" (p. 102). 

I found Cottone's (1993) article only recently, while sifting through the library yet 

one more time (Ph.D. candidates understand this obsession). The article caught my 

attention for two reasons. First, I read about chaos theory long ago and it intrigued me; 

but, because I read about it in a novel, I never took it seriously until I saw Cottone's 

article. The second attraction was the author. She doesn't know me, but she is a friend 

of a good friend. So, I read the article. 

In my estimation, Cottone (1993) is absolutely on track. Because public 

relations, and particularly international public relations, operates in a chaotic 

environment anyway, it makes sense that chaos theory would be relevant. As she 

claimed, the field has long needed new researchers who can question the "old guard" 
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theory building that is out there. She also suggested that this inquisitive group is found 

within the circle of feminist scholars. I do not question that these scholars have 

contributed significantly to critical theory in the field but would hope that there is also 

room for males to contribute to the inquisition. 

With my naturally questioning mind, I have harbored many reservations about the 

study throughout its six year process. The reservations ran the gamut: 

1. Even though the theories used for my framework seem to have universal 

application, is it still possible that they are actually quite ethnocentric and dogmatic? 

2. Even though I used an interdisciplinary framework (as encouraged by chaos 

theory), were the theories from enough disciplines to really cover all of the factors that 

affect public relations practice? 

3. Even though I tested the propositions, was that testing among enough 

scholars and practitioners in enough countries to reasonably assure their validity, even in 

a qualitative sense? 

4. Even though I tried to be painstaking in my analysis and recommendations, 

were they actually fraught with my own cultural biases, or sufficiently representative of 

the expert opinions I solicited? 

5. And, in the real world, will these recommendations hold up very long, if they 

are considered at all? 

All of these concerns were so overwhelming that they proved an almost 

insurmountable psychological barrier for me. Together, they caused procrastination right 

up to the deadline for completing the dissertation (and brought me perilously close to not 
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com I · · P etmg It, after all of this time and effort). After all, I thought, can a dissertation 

with this many problems be good enough for approval or publication? 

I think the answers to the questions just raised are yes, there is still some 

ethnocentricism in my framework, despite the attempts to prove their universality. No, 

the study has not invoked sufficient interdisciplinary theories to adequately explain 

mternational public relations, because it is impossible for one researcher to examine 

virtually all of the social science domains that affect the practice. No, my study was not 

tested with a large enough sample, as explained above in the limitations section. If I 

Were to repeat the study, I would like 100 respondents from at least 30 countries. And 

no, they probably will not be considered by many practitioners for the same reason many 

domestic theories are not considered; many practitioners do not even read these works, 

much less have the theoretical insight to incorporate them. However, if the 

recommendations are ever incorporated by some organization, they may hold up -- at 

least until the world changes again. 

Nevertheless, the study is completed, and I feel it is valuable to the field for a 

number of reasons. The first is that, as I have talked with several people from my expert 

panel, and as I have gone about the world and conversed with practitioners in 21 

countries, the topic of my study has always evoked considerable interest. Almost 

everyone has agreed that the study is needed for the field and encouraged me to keep at 

it. The second reason the study is valuable is that it appears to be a first of its kind in 

international public relations. r have not come across anyone who has completed a 

multi-country examination of what principles make an effective public relations program. 
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(The closest is a random-sample survey of American practitioners with international 

responsibilities being conducted by Laura Ralstin, a Ph.D. student at the University of 

Alabama. I am anxious to see the results of her work.) 

As Dr. J. Grunig suggested to me on that cliff above Bled, Slovenia, someone has 

to start the process. Because the study tests the Excellence variables in many countries, 

it should help the symmetric/systems domain of public relations research expand further 

into the international realm (Botan, 1993). Knowing these things, and despite the many 

doubts that plagued me through the study, I finally plowed ahead to the finish . 

So, the study may be important -- even if it just unleashes additional thinking on 

international public relations over which others can take "pot shots," as they say in the 

western United States. To review Pauly's (1991) comments in Chapter One, I have 

'Joined the conversation" on international public relations. Whether other researchers 

like the conclusions or not, they are free to analyze my thinking and produce their own 

conclusions. If they want to argue whether a universal theory was created here, or even 

if such a theory is possible, let them. As Leeper (1996) said, "What an ongoing dialogue 

ensures is that valid exceptions can be made to universal statements, thereby generating 

new universal statements that recognize those exceptional situations" (p. 141). 

I would always welcome any and all additional discussion on this topic 

Meanwhile, with some hope, I, too, will continue to analyze the field, and perhaps over 

the years will revise my own recommendations. I have a passion for international public 

relations, and passionately hope it can be done right -- whatever right is. If there is such 

a thing. So, let the conversation continue. 
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APPENDIX A 

Delphi Instrument One Cover Letter 

July 20, 1994 

Dear -------

You were recommended by Dr. Hugh Culbertson as an expert on public relations in 
_ (country) . We are seeking your valuable contribution to a Delphi study 
on the practice of public relations in multinational organizations. 

S~me 40 experts like you, representing more than 25 countries, will be participating in 
this study. A few excellent studies already have contributed to the small but growing 
body of knowledge about "international public relations," but each of these studies was 
conducted mostly in an individual country. As far as we know, this project is a first. It 
will combine data gathered from many countries into one study on public relations 
management in the multinational organization. 

I am a Ph.D. candidate at the University of Maryland, working with Dr. Jim Grunig and 
Dr. Larissa Grunig on this study. Together, we have compiled a list of experts whose 
input would be invaluable. Your name was included on that list. 

In the past few years, we have searched the literature in the rapidly growing area of 
international public relations to determine what scholars and practitioners are saying 
about it. We found that authors are greatly divided in their views on how international 
public relations should be practiced . Some say multinationals should control all public 
relations activities from headquarters, in some sort of globalized effort. Others claim 
that local culture, political and economic factors are so strong that all public relations 
must be coordinated locally (with headquarters maintaining a "hands-off' posture). Now 
there is a growing middle ground: a combination of centralized and local activity that 
seems to be most likely to foster an excellent international program. If that is true, what 
is that middle ground? What exactly should be done centrally and what locally? These 
are questions we are trying to answer. 

This study concentrates on theories from the Excellence Model of Public Relations and 
Communication, developed by a team of researchers under the auspices of the 
International Association of Business Communicators (IABC). We believe these 
theories may be the proper umbrella for central activities . We would like you to respond 
to these theories, then would like your input on what constitutes proper local activity If 
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Introduction letter, Page 2 

you disagree with our assumption that combined central and local activity makes the best 
program, we would like that input and rationale as well. 

Thank you in advance for participating in this important project. You are an extremely 
busy person, but this should not take a great amount of time. A Delphi study requires at 
least two "rounds" of data gathering, and perhaps three. In other words, after you 
respond to the initial set of propositions enclosed here, the data will be analyzed and 
compiled into one more set of statements to which you again would be asked to respond 
a few months from now. If you agree to participate in the project, it is critical that you 
continue with it through both rounds. When the project is completed, we will supply 
you with the information and theories that we hope will come out in the study. 

Enclosed are two documents. One is the study instrument -- the listing of proposals and 
questions to which we would like your reactions. The second is a summary of the 
Excellence Study, that may help you better understand the propositions. 

Because this study crosses a variety of countries and languages, we will be conducting it 
in English. We understand that everyone in the study speaks English pretty well. 
Because it may not be your first language, however, you may have some discomfort in 
offering your responses. Please don't worry about this. We are offering two methods by 
which you may participate. you may write responses and fax them or s~nd them back to 
me. If you are more comfortable speaking the language, feel free to audiotape your 
responses and send me the tape. I will have it transcribed. If there are any words or 
phrases in our enclosed document that you do not completely understand ~there tends to 
be a certain amount of jargon), please call or fax me and I will try to explam. 

Please let me know as soon as possible if you will participate in this study. My phone 
number at work is (801) 345-2109. At home it is (801) 225-8784. My work fax number 
is (801) 345-2199. My address is: 

1960 South 50 East 
Orem, Utah 84058 
United States of America 

I look forward to working with you. Thanks again. 

Sincerely, 

Robert I. Wakefield, APR 
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APPENDIXB 

Delphi Round One Instrument Packet 

Research Protocol: 
How to Proceed with the Responses 

Below are several propositions about the management and practice of public relations in a 
multinational organization. We define such a program as one that has certain coordination between 
headquarters and various countries where offices and/or publics are located, and that has potential 
for consequences or results in more than one country. Our assumption is that to be excellent, an 
international program must have a combination of centralized and localized activity. 

The first group of propositions are "generic" variables of excellent public relations practice that 
should be universal, but with adaptations made according to local politics, cultures, or mores The 
second set includes "specific" variables that are the local factors. The propositions are normative, 
meaning we think this is how multinational public relations should be organized to be excellent. 

The scenarios drawn by these propositions may be very different from public relations practice in 
yo~ country. This is what we need to know. Do you agree with our propositions? If the pract~ce _ 
1s different from our normative views, in what ways? Are these views possible m your country · If 
they are not possible, why? Our purpose here is to begin a dialogue of experts that may eventually 

lead to a theory or theories on international public relations. 

To assist us with this study, then, please carefully review these propositions, th~n respond to them 
according to your experiences and understanding of public relations in your native land or other 
countries in which you've practiced. As you look at each proposition, you may ask yourself, or 

even respond to, the following questions: 

a. Do you agree with the statement? 

b. If you do agree, why? If not, why not? 

c. Is the statement true in every situation you know of, or might there be 
circumstances which would create the need to adjust the statement? 

d. If circumstances render the need for modification, what adjustments would need to 

be made to make the statement largely accurate? 

0 
·d · · fi stions included at the bottom 

nee you have consi ered these questions, as well as the spec1 1c que . tl 
of each proposition, please respond to each proposition by supplying your views of how 

1
e 1 

normative theory may work in your country or how it may have problems. Please try to supp Y 
· · · -.rv-vvvv• are there only to separate the 

specific examples to support either view. (Note: The AAA.I\J~.H s . . 
proposition from the questions we would like you to consider about the proposition.) 

you may complete this assignment in writing or by tape recording. Here are the propositions, then, 

for which we would like your response: 
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"Generic" Propositions 

#I: Excellent international public relations is based on a philosophy of two-way symmetrical 
communication [see definition, p. 7] that pervades the organization worldwi_de. Top 
management at headquarters and senior managers in each market carry a philosophy of 
mutual trust, respect for others, and the need for establishing two-way mutual benefits 
between the organization and all publics __ internal and external -- on whom its success or 
failure depends. XXXXXX [Is this possible? Is it desirable? Is so, why? If not, why not? 
More fundamentally, do you see "excellent" public relations and "excellent" intematwnal 

public relations as the same or different? Why, in either case?] 

#2: This two-way symmetrical philosophy will be reflected in the organizational culture and in 
internal communication styles worldwide. Management would respect all employees as 
important contributors to organizational success and would implement methods that foster 
participation and two-way symmetrical communication among all of its employees 
throughout the world. XXXXXX [Do you agree with this statement? Why or why not? Is 

this possible in your country? Examples of why or why not.] 

#3: Excellent public relations is a strategic management function working as part of and 
directly with senior management and the dominant coalition [see def. , p. 7], worldwide. In 
an international public relations program, the senior practitioner at headquarters will 
perform the managerial roles of boundary spanning, counseling with the donunant . 
coalition, and setting communication strategies that support organizational goals. Seruor 
practitioners in each region and country must also perform strategic roles that 1dent1fy local 
audiences, build relationships with them, and adapt quickly to changing local condit10ns 
XXXXXX [Do you agree with these statements? Why or why not? Is it possible or 

desirable in your country?] 

#4: Excellent international public relations is integrated meaning that worldwide, practitioners 
' · 1 brella 

report to the public relations department at headquarters and work under a sm~ e um 
(as opposed to, for example, public relations in one country under marketmg, m another 
country under human resources, etc.). It is recognized that senior man_agers m each country 
are responsible for activities in that country and that the senior pract1t1oner must work 
closely with that senior manager. But if something negative happens anywhere, . 
headquarters is ultimately responsible. Public relations must be connected worldwide to 

b 
·1d · th · A seruor m consistent programs and respond quickly to problems at arise. 

practitioner at headquarters must supervise all communication programs, an_d local 
practitioners must be trained to carry out the same organizational philosophies, themes and 
goals. This requires close cooperation and communication between offi~es and . . 1 
headquarters. XXXXXX [What kind of structure do you normally see m a multmat10na 
organization? Is this proposition possible? Do you agree with it? What does this mean 

when a public relations agency is involved? Examples?] 
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#5: 

#6: 

#7: 

#8: 

An excellent public relations program is not subo din t d t k t· 1 1 th 
. · 1 d artm . r a e o mar e mg, ega , or o er 

orgaruzatlo~a ep ents. In mtemational settings, public relations often is subsumed 
into ~ark_etmg and relegated to product publicity roles. When this happens or public 
relations i~ plac~d un?er ano~er function, the organization loses its ability to identify and 
build_r~lationships with all of its critical publics (as opposed to just customers). By 
remalDlDg separat~ from ?ther functions and building long-term relationships with all 
stakeholders, pubhc rel~tio~s can help the organization make money and keep from losing 
it to costly lawswts, le_gislat1on, etc. XXXxxx [Do you agree that PR in multinationals 
often supports marketmg goals only? Do you agree that PR should be a separate function? 
Is this possible? What are the potential results of such a situation? Examples?] 

Senior practiti~ners afl over the world will be qualified for their positions. They will be 
trained in pubhc r~lati?ns, not marketing or another field. They will understand the 
importance of havmg mtegrated public relations worldwide as well as the importance of 
advising the senior managers and the dominant coalition. They will be qualified to perform 
the managerial roles of boundary spanning and counseling, and will value and foster the 
use of two-way symmetrical communication. However, there certainly would be variations 
in necessary qualifications directly related to the given culture. :XXXXXX [What do you 
perceive to be adequate qualifications? What might be some of the local variations? Do 
you agree with the statements we have just made about qualifications? Why or why not?] 

In an excellent multinational organization, hiring and promotional practices would foster 
diversity by offering equal opportunities to women and "minorities" (those who typically 
are not accepted in the cultural mainstream) in every country. Particularly, the . 
organization's philosophy would be to recruit and promote individuals who are empathic to 
others and who have ingrained the two-way symmetrical values of respect, cooperation, 
negotiation, and compromise. XXXXXx [Are these organizational values possible m your 
country? Do you agree or disagree, and why?] 

Because the organization faces a turbulent, dynamic environment internationally, the 

Public relations program is structured to be flexible and adaptable to that envrronmf ent, 
· XXXX:XX (Wh · · f ything? What kinds o worldwide. at does this mean to you, i an · thi h . 

structures and/or flexible arrangements are possible or most suited to make 
I
s appen m 

an international context? Do outside agencies give a multinational greater or ess 
flexibility?] 

"Specific" propositions 

. . f blic relations. A local #9: A nation's level of development will affect the prac~1ce O pu .
11 

d. t t the 
component of an excellent international public relations progrru;1

0 
Wl m:s 1

0
u; co~unication 

particular nation's level of development and develop effective_ P thi~ t t nt? If so 
. XXXXXX [Do you agree with s s a eme . ' to respond to that environment. PR ad·ust? If you don't 

exactly how does development level affect PR, and how does ~ 
agree, why not?] 
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# l 0: The political system of a given society will influence public relations . A local component 
of an excellent international public relations program will respond to and build 
relationships with whatever political entity it faces . XXXXXX [Do you agree with this 
statement? Why or why not? If the political system does affect PR practice in your 
country, how, and how does PR adjust to it? Are there political systems where public 
relations cannot build relationships with the government? Examples?] 

# 11: An excellent international public relations program will respond to varying indicators of 
cultural differences within and between each country. Cultural indicators [or specific 
ways of doing things that help distinguish a given culture from another culture] , and the 
way an organization deals with them, become important to the success or failure of the 
organization in each country. XXXXXX [Do you agree with this statement? What kind of 
cultural indicators do you see that may affect the practices in your country or of an 
international program? Is adjustment necessary just on a local level, or at headquarters as 

well? If so, why? If not, why not? Examples?] 

#12: Because language nuances vary from place to place, an excellent international public 
relations program will place people in each country who understand those nuances and can 
deal with them most effectively (as opposed to transplanting expatriates, for example). 
XXXXXX [Do you agree with this statement'/ Why or why not? If expats are in the local 
office, how should they be positioned, structurally, in relation to the locals? What about 

the natives of host countries working at headquarters?] 

# 13: The potential for activism [ defined as action which could include letters, complaints, 
boycotts, strikes, or even bomb threats, by a pressure group against an _organization in an 
attempt to make the organization change behaviors J makes the internat10nal environment 
particularly turbulent, but the extent and type of activism may vary from society to society. 
Thus excellent international public relations will contain a component in each country that 
can scan the environment, identify potential activist groups, and build programs to deal 
with them. The means for accomplishing this may vary from country to country and even 
within countries. XXX:XXX [Do you agree with our definition of activism? Why or why 
not? Is there evidence of activism in your country? What types do you see? How does 
this affect organizations in your country, and is the affect on multinationals different from 

strictly domestic finns? Do you agree that activism is a problem?] 

#14: The mass media differ from country to country, with differing degrees of government 
control and of specialization and localization. Also, because of distance between host 
countries and organizational headquarters, media coverage can influence the way people 
think about multinationals. An effective local component of an excellent international 
program will build relationships with local media and with publics who may have received 
unrealistic pictures about the multinational organization. XXXXXX [Do you agree with 
these statements? Why or why not? What types of media are dominant in your country, 
and how do public relations practitioners interact with them (if they do at all)? What, 
generally, is the kind of coverage given to multinationals, if any? Examples?] 
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What We Mean When We Talk About 
"International Public Relations" 

lllultinati~~n we discuss international public relations in these documents, we are referring to "a 
Where 

0
.c.c:

1
na pr~ram that has Certain coordination between headquarters and various countries 

.1..uces anwor br 1 . than one c 
II 

pu ics are ocated, and that has potential consequences or results in more 
"intemati o~try. . It see~s that four important factors must be present for the practice to be called 

ona pubbc relat10ns." These are: 

1 

2. 

3 

Th~ program must have the potential for publics and consequences that cross 
national boundaries or that are in a different country than the multinational's 
headquarters. 

Many activities sound international simply because they are on the other side of 
the ocean (Anderson, 1989). A campaign conducted in Nigeria may sound 
mternational to Americans, but it is a domestic program. To be truly international 
public relations must build relations with key publics in countries different from ' 
the one in which it is headquartered. 

The public relations activity must carry a global perspective or orientation. 

It is essential to have a global perspective, "to see the trees and the forest" 
(Anderson, 1989, p. 414). For public relations to build consistent, long-term 
relationships with multinational publics, it must have global vision and 
coordination. 

The program must have the capacity and flexibility for responding quickly to local 
audiences in any country. 

Traverse-Healy (1991) said "the action" is wherever the organization must deal 
with its publics. In today's global environment, the focus is m~ving ~way from 
institutionalized mass communication toward speedy, personalized direct response 

to publics in any given location. 

4 . The public relations program must be positioned with management and founded 

on two-way communication. 

Two-way communication is a precondition to the ve~ name_of "international 
public relations" (Botan, 1992). Such a requiremen~ 1s c?ns1stent w1t!1 the 
accepted defmitions of the field explained above .. Likewise, the funct10n must be 
separated from marketing goals and positioned ~1thin mana?ement crrdes to be 
effective for the multinational organization. (This prereqws1te distmgwshes 
"international public relations" from "international marketing.") 
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Excellence in Public Relations Management: 
IABC Excellence Project Summary 

For 10 years, a group has been studying what makes public relations most able to contribute to 
organizational effectiveness . The study was funded by the Research Foundation of the 
International Association of Business Communicators (IABC), and called the Excellence Project 
because it identified and described characteristics that contribute to excellent public relations. 

The Excellence Project began with a review of literature from public relations, management, 
sociology, psychology, marketing, communication, anthropology, philosophy, and feminist studies. 
From that review, the team proposed a theory of public relations excellence that was reported in the 
book, "Excellence in Public Relations and Communication Management" (J. Grunig, 1992) The 
team then developed a set of questionnaires that were administered to more than 3 00 organizations 
in the U.S. , Canada, and the United Kingdom. In these organizations, the senior public relations 
person, the chief executive officer, and 20 employees completed questionnaires. 

From the study, the team identified 14 characteristics of excellent public relations. These 
characteristics are consolidated into nine categories and summarized below. 

Involvement of Public Relations in Strategic Management 

Effective organizations engage in long-term planning that helps them develop a mission and set 
goals that respond to their environment (defined here as the social/political/economic arena in 
which the organization operates). Excellent public relations units must be involved in this planning 
process. They help the organization recognize and enact the parts of the environment (1.e. , 
stakeholders and strategic publics) that affect the organization's mission and goals. 

Organizations that practice public relations strategically develop programs to communicate with 
internal and external publics that form the greatest threats to or opportunities for the orgaruzat1on . 
Organizations strive for good relationships with the publics that can limit their ability ~o pursue 
their goals. They also cultivate relationships with publics that support their goals . Bwlding good 
relationships with strategic publics maximizes the autonomy of organizations to pursue theu goals, 
which is important because the literature shows the effective organizations are those that choose 

appropriate goals and then achieve them. 

When public relations helps organizations build relationships, it contributes to the "bottom line." 
Public relations saves money by reducing the costs of litigation, legislation, pressure campaigns, or 
boycotts that result from publics that activate when relationships are bad. It also helps make 
money by cultivating relationships with donors , consumers, shareholders, and legislators. 

Empowerment of Public Relations in the Dominant Coalition 
or a Direct Reporting Relationship to Senior Management 

The strategic management of public relations must be directly connected to the strategic 
management of the organization. For that to happen, the public relations unit must be empowered 
to practice PR according to professional principles rather than the often misguided ideas of senior 
managers. Public relations is empowered when it is placed in the organizational structure so that 
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the senior PR executive is part of the "dominant coalition" (defined as the powerful group of 
managers that makes decisions for the organization), and has ready access to that group. 

Integrated Public Relations Function 

Many organizations create more than one public relations unit. These units often develop 
historically rather than strategically, reflecting the most critical relationship problems of the 
organization when the public relations function was first developed. For example, if an 
organization once had trouble with its labor union, it might emphasize employee relations within 
the J:Iuman Resources Department; if it received negative publicity over lawsuits, it may have 
media relations under the Legal Department. In contrast, excellent organizations integrate all 
public relations functions into a single department or have a mechanism set up to coordinate the 
departments. Only in an integrated system of public relations is it possible to strategically manage 

communication needs. 

Public Relations as a Management Function Separate from Other Functions 

Many organizations splinter public relations by making it a supporting tool for other departments 
such as marketing, human resources, or legal. When public relations is sublimated to other 
functions , it cannot be managed strategically because it cannot move communication reso~ces 
fro~ one strategic public to another -- as an integrated public relations function can: Public 
relat10ns counsels all other management functions on their communication and relat10nship 
problems with publics, but it must be independent of any one of these functions if it is to counsel 

all of them. 

In international organizations, in particular, public relations and marketing often are confused -- to 
the detrunent of public relations. Public relations practitioners communicate With publics that 
threaten the organization's autonomy or provide opportunities to enhance that autonomy. . 
Marketers, by contrast, create and seek out markets that can use or consume products or services. 
If p~blic relations becomes solely a marketing function, the organization loses i_ts ability to build 
relationships with all of its strategic publics and is limited to communication With consumers. 

Public Relations Unit Headed by a Manager Rather than a Technician 

Public relations practitioners fill two major roles in organizations -- the man_ager who plans . . 
programs strategically and the technician who writes, edits or produces publicat10ns at the direct10n 
of others. Without a manager to coordinate public relations, the public relations umt cannot be part 
of strategic management. In smaller organizations, the same person may oc~upy bo_th roles -- and 
technicians are necessary to carry out daily tasks. Yet, excellent public relat10ns umts must have at 
least one senior communication manager who conceptualizes and directs public relat10ns, or tJus 
direction will come from other senior managers who do not understand commumcat1on or 

relationship building. 

Commitment to Two-Way Symmetrical Model of Public Relations 

"Two-way symmetrical" describes public relations based on research and two-way communication 
to improve relationships with publics. "Symmetrical" means the organization values relat10nsl11ps 

357 



":::'----::::~----

based on eq r 
_The "two-w:: ;ty and °:1st;, and is ~s willing to make its own changes as to have its publics chan e 
In 1984. Ex.cell~etn~al m?del 1s ~ne of four models of public relations developed by J. Gm! · 
three models f P_ublic r~lations uruts use the two-way symmetrical model more than the th g 

0 public relations. 0 er 

The 11 

. press agentry" d . . . . 
PU?hcity __ often in mo el applies when a

1

rubl1c ~elations program stnves only for favorable 
residence" t di ~ deceptive way. The public infonnation" model uses "joumalists-in-
brochures dir~ sse~ate relatively objective infonnation through the mass media, newsletters 
th ' ect mail etc Th " · ' at are inte d d , · e t:"70-way asymmetncal" model uses research to develop messages 
Public info 

O 
e_ to persuade publics to behave as the organization wants. Both press agentry and 

strategic pl::::tn are one-way models of ~u~Iic relati_ons; they are not based on research and 
are "asvn-.- tn· g . The press agentry, public infonnat10n, and two-way asymmetncal models also 

J<,J.uJe cal" -- th . . . 
at 1s, they try to change the behaviors of publics but not of the organization 

A 8Ymmetrical s 
ystem of Internal Communication 

Comm . . . 
h unication mside an · · · · · E 11 · ave dece tr 

1
. orgaruzat10n IS crucial to effective management. xce ent organizations 

Participat: . a ize? _manage~ent structures that give autonomy to employees and allow them to 
cornmuni ~ decision making. They also have participative, symmetrical systems of internal 

cation Sun,.... tn· 1 . . . . . b . ;:: . b employee · J:u.u,e ca commurucat10n with employees mcreases JO sat1s1act10n ecause 
goals are mcorporated into the organizational mission. 

knowledge p . 
otenttal for Managerial Role and Symmetrical Public Relations 

Excellent pubr . . 
knowJ d . tc r~lations departments have practitioners who have learned a theoretical body of 
profe e_ ge m public relations. Some have gained this knowledge from experience, self-study, or 
Uoive ss~onal development courses. More and more practitioners are getting this knowledge from a 
E"'cellrsity program in public relations however and most will get it this way in the future. 

"' ent r ' ' . 
of kn P ograms also are staffed by professionals, people who not only are educated m the body 

0 wledge b h · 11 · ut w o are active in professional associations and read profess10na 1terature. 

Diversit E 
Y lllbodied in All Roles 

Et:c . 
~~~~.. . . . th . . 

Thi . gamzat1ons have as much diversity inside the orgamzatwn as m err environment. 
Wi~ Is ~specially important in public relations because the unit is responsible for communicating 
Well ~aried ~~blics. Thus, excellent public relations includes both men and wome~ in all_ roles, ~s 
h practitioners of different ethnic anad cultural backgrounds. Excellent publtc relat10ns umts, 0 wever d . . . . · 
With Wo ' 0 not ~tge~n hole women and minority prac~1~10ners _mto pro!s1"ams to ~ommurucate only 

P men or 111.lnonty groups Instead diverse pract1t10ners mteract m all publtc relat10ns 
rograzns. . , 

The fernini . . . thr h 
increa ~atio~ of the public relations professwn that s~ems t~ be occumng oug out the world 
disc . ses diversity, but it will limit the potential of a publtc relat10ns department 1f the orgamzat10n 

. Tlrninates against women and keeps them out of management roles. Excellent pubhc relations 
Uoits ha · d d :fr th hni · th ve mechamsms to help women gain the power they nee to a vance om e tee c1an to 

e management role and to implement their knowledge of two-way symmetrical public relations. 
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APPENDIX C 

Delphi Round One Followup Letters 

January 27, 1995 

Dear 

Thank you for expressing your willingness to participate in a Delphi study on the 
practice of public relations in multinational organizations. As of yet, I haven't received 
your input from the study. Your response would be tremendously valuable, and will add 
considerably to the final project. 

I am sending you a copy of the three documents that I sent to you earlier. The first is the 
study instrument, the listing of proposals to which we would like your reactions. This 
document, on pages 1-4, is the only one you need to respond to . The other documents 
are to help you understand our thinking. One is a definition of international public 
relations -- entitled, "What we mean when we talk about international public relations." 
The other is a summary of the Excellence study, from which many of our propositions 
were drawn. 

I imagine that you are a very busy person, and appreciate the time you could take to 
complete this request. Could you please respond by February 15? 

Sincerely, 

Robert I. Wakefield, APR 
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-·-------~ 

FACSIMILE TRANSMISSION 

To: 

From: Robert I. Wakefield, APR 
(801) 345-2199 (fax) 

Dear 

Pages: (including cover) 
Date: February 15, 1995 

(801) 345-2109 (phone) 

Thanks so much for your fax expressing your willingness to assist in this Delphi study. 
As I am now getting close to 25 responses from more than 20 countries, I'm getting 
excited about the results that should come out of this study. Since you and 
:-------- are the first from to assist with this study, your 
information should be very valuable. 

I've just corresponded with as well. Sorry for the delay on my end. 
Unfortunately, the flu bug caught me for a few days and I just got back into my office. 

I understand the language considerations here, and recognize, too, that this study is 
complex. It will take some time. Please take a few extra days, or even a week, if you 
need it. As I mentioned to you and he are welcome to work on the 
study together. In fact, if you do, it would not be the first combined effort. 

Thanks again for your willingness to assist with this study. As soon as we can analyze 
the data, we'll send along the second round -- which should be much easier and faster 
for you to complete! 

Sincerely, 

Robert I. Wakefield 
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APPENDIXD 

Delphi Round Two Cover Letter 

January 11, 1996 

Dear 

I hope you recall participating in a Delphi Study on international public relations several 
months ago. Finally, after too many months of procrastination followed by long-delayed 
analysis of your responses, the second round of the study is ready for your participation 

I have taken far too long to extend my appreciation for your response to the first round. 
For this delay I apologize. The past several months have included three lengthy trips to 
the Pacific Rim and four more to Europe for my full-time employer. Unfortunately, I 
was not able to move ahead on this study as quickly as I would have liked. 

However, for the good news. You and practitioners and scholars in public relations, 
representing 18 different countries, have responded to the propositions I sent to you last 
fall. I am extremely pleased with the breadth of participation. It represents a broad 
portion of the world. And from your combined, thoroughly insightful comments, we 
have been able to produce the second instrument. 

Now that you have so kindly participated in the first round, your assistance in the second 
round instrument is even more important. Would you please review this instrument and 
respond to its declarations by no later than February 1, 1996. The instrument is really 
too long, and will require a considerable block of time to complete. I have tried to cut it 
to the bare minimum without dropping out so much that we can't get a decent read on 
your feelings about all 14 of the propositions. (And you might gain some comfort in 
knowing that at one point there were 136 statements, but I've cut it down to just 771). 

The declarative statements in the instrument are your combined assertions and opinions 
about the propositions. I have tried hard to select a sample of statements that represent 
the broad range of your feedback -- those that agreed and those that disagreed with my 
own viewpoints. The statements, for the most part, are included here exactly as you 
wrote them. In a few instances, I had to modify a word here or there to clarify or 
strengthen the assertion. Please don't be offended if you recognize one of your 
comments that has been slightly changed ( or understand that someone else may have 
made a comment very similar to yours, and theirs is the one actually included here). 
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As you can see, there are a few lines for additional responses after each statement. I do 
not expect that you will comment on each of these statements. Probably the best way to 
proceed is to go through each statement and circle the letter/s which best represent the 
extent to which you agree or disagree with the statement. Complete the task through the 
entire document. Then, if you feel particularly strong about any of the statements, go 
back and write your comments to those statements. I would hope to see as many as 10 
or 20 comments per respondent -- any more than that and I would certainly thank you 
for going above and beyond the call of duty! 

Thanks again for your willingness to participate in this project, and for your thoughtful 
participation already. The responses to the first round were so helpful, I look forward to 
your response on this, the final round. If you have any questions or comments about the 
instrument, please feel free to call me at my office, (801) 345-2109, or at home (801) 
225-8784; or send a fax to (801) 345-2199. If you need to write, my current address is: 
1960 South 50 East, Orem, Utah, 84058, USA. 

Kind regards, 

Robert I. Wakefield 
University of Maryland 
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Appendix E 

Delphi Round Two Instrument 

Delphi Instrument II 

1'1c2s<: rad eoch sutem<:nt urefuUy. Oa the scales lo the ficht of eocb sUtem<:nt, mark the, rxuat lo which you •crtt or diui;r tt with 
thr sutemeat•. Th<:n, if you wisb, add cnmmeats as to why you Cttl tb11 way (if you doo'I bHr • spedf"ic commeat about • sb tr.ment, 

you attd oot SIJ anything-but comments would ~ apprtt:iated} . 

I . ExccUc:nt public relations IJ'ld excellent international public relations arc essentiaUy 
the same. 

2. Manacin11: intcrTUtional public rcLttioiu is exponentially more complex than domestic 
public relations because of more divcnc publics, cultures, iovcmmenll , media, CIC . 

J. Two-way symmetrical c:ommunic1tion betwcp, a multinational cnt~y and iu publicJ is: 
a . pouible. 
b . desirable. 

4 . Mos1 multination.al organiutions do no< earc about the benefitJ oC external publics . 

S. Public relation. a.nd intcnutional public rcLttioiu should be the same in terms of seals 
and strstccics. different in terms of tools and tactics . 

6. Symmetrical communication programs canno< benefit orpniz.ttions in !emu of money. 

7. Only an oreanizational culture that valua symmetrieal communication can offer 
employees around the world the respect and flexibility they need 1o do their job• wcll . 

8. Ma.ny multinational organiz.ations have penistcnt percq,<ions amons cmployCCJ that only 

SA 

SA 

SA 
SA 

SA 

SA 

SA 

SA 

those hued din:ctly by headquarters arc treated well, not o<her "loally hired staff· SA 

9. Organizations that concentrate only on increasing sales in each local rrun:cl actuaUy 
hurt their s1les in the lone run . SA 

A 

A 

A 
A 

A 

A 

A 

A 

A 

A 

N 

N 

N 
N 

N 

N 

N 

N 

·Sale: SA • strongly agree: A : agree: N c ncutnl/noncommitt.11: D - disagree: SD = stroncly diuirec . 
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D 

D 

D 
D 

D 

D 

D 

D 

D 

D 

SD 

SD 

SD 
SD 

SD 

SD 

SD 

SD 

SD 

SD 

- - -----.......... 



- -

10 . ...._ 
• nc li.lcclihoOd oft . 

mean, that st cnJIOn ~een local and intcm.,.tjonaJ intcrats u, a multi.n.ational 
rone co . 

----- mmlltncnt to ~w.ay 1ymmdric.al communication ii n:qui.red. 

I I . l<>c:• J 1 ~ pt.ati 
PtJblic <T:lationsoru to ":'~bli.sh mutWII bcneliu wilh local publics mue 1upnanational 

stn,e,,c, impossible. 

p \lA 

SA 

SA A 

~ ncn !Allcin bo .· . 
' a ut stnrer,c: planninr. 1 public relations bacl::i:round will lurdly suff,cc. SA A 

IJ. 'The 
Mme stnrei:ic pub!i la . . cc4 be: 

Played in each local . ~ n: tJons role tJw 11 played ,r hadqu111cn 1lso n I ID 
•1tuat,on by !he senior public relations pnctitioncr then:. SA 

14. % 
ilei!u1o · 

C:Curury . . t>e:al lo expect public relations technique, to vary from country ID 

J>Ublic ,;,,:;, nc...erlhelcs.s wise for mulrinorional orpni7itions ro /uvc a common 
ns l!n.rco that aU subsidiaries can foUow. SA ---15 . .., 

~~~~ . 
loc.aJ level. cannot and should nO( be held n:spon,iblc (or prob!=· •lat •rue il the 

SA 

16. l'ub!ic n:la( . . . 
should ions pna,uoncn in a multinational should be: connected worldwide and 
should opcrore under • sinilc umbrella · sc:n.ior public rclatioru flWJJtc" il hcldqUlltCt1 

JUpcrviJ b . . • . • --' 
llicir kno e, ut loc:aI poct11Jonen should have room ro improvue basc.u on 

"'1cd&c of local conditions or lhcjr coopcntion with the bcal matll,U· 
SA 

17. The 
CUl!ul'"b in ~ · b · · no< pouible nor des· ,e multinationals opcnrc an: ,o di/Ten:nt that t. 11 

ll'llblc to ha · · · '-' from 
bcadqua vc an t11tei,-arcd public relation., proinm !hat II I""""' SA 

rtcrs and that -rt, with top local manaeemcn1 and no< under local mana,ancnl· 

13 Tnc . to•ls and ho Id be c,11blishcd 
"'ichu, the: conrcnr of a multinational public relations pro1r2m I u . firm 

orianiza,:... ,,_ -"'Ii<: ,clatiOnl 
111.r wi1J have . =n, ~ than tumins it over to an ouu""' r-- SA 

• d,trocull llmc undersundins !he inrcm&l concepts. 

A 

19. I 
r is chci, per to . /imctiollJ than ro 

hire an · hue loc.al public rcl.atioru agencies to perform foal SA 
llllcrn.aJ public n:lar.ions surr member . 

A 
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A 

A 

A 

A 

A N 

N 

N 

N 

A N D SD 

N D SD 

N D SD 

N D SD 

N D SD 

D SD 

D SD 

D SD 

D SD 

D SD 



20. In worlc.inc wilh public ret..i ions acencics. ii i., dc:sinblc to pici: the best accncy in 
each man::et . even i( lhat me.ans suyinc away from the onc-eiency-for-mu!liplo­

c:ountric:.s conccp< . 

21. Wben ii comes to major decisions at Lhe local level. top manarcn should no< relinquish 
their power or authority to any public relations people. locslly or II hc:adquart.cn . 

21. Many top 1n1N1Ken in my country do not undent&nd '""1..,.1 public relations is about 
apart from issuine prc,s relc.ases and doinc charity worl::. 

2J . Wby no< split pubuc relations into a c.cntnliz.cd and dcccntnlizcd part; ccntnUy • the 
oreaniution could malce sure Lhe mission suianenu and their basic philosophies about 
rclatioruhips to publics arc fulfillc.d in the various countries. and locally practitionen 
who have an intimate lcnowledce about spccif,c; problems would have lc,eway to desien 
public n:btK>ru pncticc in compliance with the mis:sjon sta.tementJ . 

24. Public relations should be a scpa~te function from rn.arl::ctinc, worlc.inc independently 
out closely with m.arl::cting . lccal and other orpniutional functions. 

25 . In today's business climate, ~ is no< really fcuiblc to scpa~te public relations 
from man:ctine . 

26. Orianiutions should be more cor,c;emcd ..,;iJ, ulcs turnover than public: perception 

or credibility, bo:ausc orcanizations arc ICl up ID make money. 

27. It inight be appropriate for public relations ID be subordinated to senior lawyers. 

28 . Few multinational organiz.atioru have worl::cd to make themselves p&rt of the fabric: 
of local society, or to contnbute to national goals and interests . 

29 . The ba.sic public relations sk:iJls do not vary from one culture to the ncxL 
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SA A 

SA A 

SA A 

SA A 

SA A 

SA A 

SA A 

SA A 

SA A 

SA A 

D SD 

N D SD 

D SD 

N D SD 

D SD 

N D SD 

N D SD 

N D SD 

N D SD 

D SD 



----=---

Jo. For · 
llllcrnariorul bu . . 

the local . pv c rcl.,hons 10 be cfrcctivc. pnoctitioncn 11 ~dquaru:n and U1 
wuu should be de . 

Pubuc n::lations ed . aca m1caUy tnincd accordinJ 10 international suncurcu on 
uc.at,on •t>d O<hcr relevant fields . SA 

31. 
Mose public n:!atio . . . 

- ns pnoctJtionen III local units arc not wcU mined for !he job. SA 

3:?. 
Effective cam,n . . 

un=Clon means yo11 mu.rt spral: tlu lmtg1U1t1, yo11 must Dlb"' tlr1 ~""""· SA A 

33 . The idea! 
a . An u qualifacatioru for public rclatioru education and tninini would be: 

Pllblic ~uatc cdUQtion that include, principle, of communication. research, 
b. A ?Ost n::laoon., techniques, orianiz.atiotJA! manaierncnt. etc. SA A 

k><:ioJo ·P"aduatc de~ that includes principles of JLntcfic planninz, manazci=t, 
c . A clca CY· P"Ycholoa. political sciences, etc. 
d. A ~- r Undenw.dini o( local po~ media. culture. bnzuazc, de. 

-mprcbcns. cd . , . 
-- ivc UCU.On on international iJsuc,, cultures, and pcnpcct,vcs. 

In ""&•t'<b ro· ltirin . . 
mils! be . & o( ""Omen and minorities. more than anythini clu the orpruuuon 

l'Copons,ve lo che culture o( each host country ( 0 whcn in Rome .. • ·,. 

35 
I do IIO( • 

SA 
SA 
SA 

SA 

"1inoriti sec multinational orianiz.ations buclcini Joa! cultural pnoctica IO add mote 
~ and '"'Omen 10 the ...,rtforcc in counlrics where diJcrimination ii lhc norm. 

SA 

-----------~~~~~~~~~~~~~~ 

36. The 
only critcno . . •-- r r,,, t/Jr Pasuio,.1 ° lor hirinc pnctitionen should be. is tlris p1rso11 tlrr ~ °" ./"" SA 

31. 1 
•&rec with lhe . . ru,,ent, or fllffll. 

Deed for represented divcnity in public rclatton• deP" --------~~~~~~~~~~-== SA 

38 
· The Cnviro..,_ . r. ,u=:utul public 

n::1,[io a much more turbulent ui.n ever before; there ore. . 
~ Proir,.= should be llcxiblc and h,chly acupUble IO several cnvuonrncnu· --------~~~~~~~~~--:===- SA A 

SA .A 
Outside pt.Jb . . . . ,utcr flc:x,oility. 

lie rclaoons •icncics five multinational orionaat1on.s f -------------~~_:__~~~~~~~~-===== ---- -
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.A 

A 

A 
A 
A 

N 

N 

N 

N 

A 

N 

N 

N 

N 
N 
N 

N 

D 

D 

D 

D 

N 

N 

D 

D 

D 

D 
D 
D 

D 

D SD 

D SD 

SD 

SD 

SD 
SD 
SD 

SD 

SD 

SD 

SD 

SD 

SD 



co. Multinational pubUC relations accncics may be jusl aJ unresp:>nJivc lO the local cutu.1rc.s 

as the cUcnc ore21nizatioru themselves. 

41 . It is more import.an< for multiru.tion.a ls to be llc:xiblc than for domestic oreini.z.ations . 

,., Flcxil>il~y mans that public relations p.'.oinms mun be based on lhorouchly conductal 

research and c:nvironmcnLI.J s.cannine. 

4J . HClldquan.cn needs to run lhe show when conllict hu broken out o( local boundaries 

and thrc.atcns orzaniutional interests on a wider sa.lc. 

44 . I( headquarters involves local pru:titioncn in the planninc proccua, ii can 1ain 
insicht about local conditions. rcsourca and possibilities, and would profit from the 

input o( ilobal-mindod proposals. 

4.5 . The Grou ;.l1tional Product (GNP) cconomisu use to measure development is • slippery 
concept because it docs not talce into account aU the facton undcrlyinc local conditions; 
if development means GNP per capita, I don't sec ii u affcctinc public relations p~cticc. 

~- Public rciatioru will no< be affected by "level of development" bcc.ausc the local 
component of &11 excellent incernational public relations proen,m will adjUll lo the local 

· situacion and "tnns!&tc" mcssazcs in a way that ia acc:q,ublc to local publics. 

C7. A nation"s low level of dcvclopmcn.t &ivo you the freedom to develop your own 
c-ommunication environment. as opposed to adaptini to one that i:, aln:ady ,tructurcd. 

CS. Low dcvclopmcnl levels affect the avenues and conlcnt of communication; low ce<>nomic 
levels alTc:ct publics who may pin access to a spccif,c product or service; development 

will also affed cdueacion levels. which in tum affect., desires to have a voice and 
&tratc(ics to be heard; !hex factors aU afTed the way public relations i,, prsc:ticcd. 

49 . Most multinacional orcanizations arc after all tryin& to introduce the Western consumer 
culture, which may actually work •c•inst "development· for that nation. 
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SA 

SA 

SA 

SA 

SA 

SA 

SA 

SA 

SA 

SA 

A D SD 

A N D SD 

A N D SD 

A D SD 

A D SD 

A 
D SD 

A 
D SD 

A 
D SD 

A 
D SD 

A D SD 



:SO . 1n too many dcvclopinc countries, the hcriusc of coJoni.alism and entrenched elites 
crated by ii contribute to caps in lcnowlcdce. rcourca. and power WI inhib it the 
fle xibility needed to ach ieve excellent public rclatioru . 

51. Public rclatioru should exploic any means to help or;anization, achieve !heir pla, 

includinc buildinc rclationship, with any political entity ic faces . 

52 . Public rclation:, u a worldw;de field should no< tic in too much with ,hi/tine political 
syst.cnu; ratha it ,hou ld identify with the ideals of a free pn:.s, and expo1e violations 

of widely acccpced sUnd.>rds lor ethica l behavior. 

53. To be aucceuful. it is necessary to adapt to the political system o( a iivcn aoeicty. 

54 . In political systems without frcodom of speech and o<hcr rclaled politial frc,:,doms, 
there is no room for public relations . 

55 . Pol.i.tieal systems have morc effect on mu!tuutioral public relations than cultural (actor, . 

56. Public rclatioru must adjust to the loal cultures. 

S7. It is nccosary for hc.adquart.crs to have some undemandinJ o( and cmpelhy for local 
cultures lo ensure that decisions arc DO( nude lh&t could insult local populations or 
cause lhc orianization considerable harm. 

58. An important cultural factor is that multinationals should identify with the national 
intcrc:st and be perceived u bcncfittinc the: communily; simply providinc products or 
employment opportunities is not cnouch for people lo accq,t a forcicn orpnintion-

59 . In diCTcrcn1 rcJions within my country. there arc laric diCTcrcnccs in cultures. atronc 
rccionamt (or nationalist) feelings. and sicnilicant economic diCTcrcnca . 
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SA 

SA 

SA 

SA 

SA 

SA 

SA 

SA 

SA 

SA 

A N D SD 

A 
D SD 

N D SD 
A 

N D SD 
A 

D so 
A 

N D SD 
A 

D SD 
A 

A 
D SD 

A N D SD 

A D SD 



60. Adjus1men1 for eullures is very difficult al the hadquarten level. 
SA A N 0 so 

61. Undcrsundinr bnruarc nu.aneCJ is an important elem01t in public relation, when 
buildinr rclatioruhip, with various publia . 

SA A N D so 

62. The nince of lanruare difTercnca even 'bctwccn countries char supposedly ,pcu the 

same lanruarc (like En:wid and Austnlia or Spain a"'1 Meu:o) is d«cp<ivcly hich . SA A N 0 SD 

6J . An expert from hadquartcn in the local off= could function u: 
a. An ad--boc communication linJc to hcadquatt.on SA A N 0 so b. An macro--levd adviJ<>r ID the dcpartmcn! bad or ,a,enl manaicr SA A N D SD C. A tnuularor of the meaning• of mcsuic content from headquartcn SA A N D d. A tniner about orianiucjonaJ culture and mission SA 

so 
A N D SD C. An expert in the oven.II inrcmational field of public rcblioM SA A N D so 

64. The use of cxpatnolJ in loc.l, v ;;icc, and local, at hc:adquartcn faciliara more 
muhiculturu feedback within the multinarional orianization. SA A N 

D so 

65. Locals 111 headquarters play an important role ~use an orpniz.ation ·, hose cultures 
need ID be interpreted to che home culture ju.st u is true in the oppo,itc direction. SA A N 

66. Activists in my counlry iive bu.sineu and ,overnmcni orpnintions much pressure. SA A N 

67. Adap«alion is !he be,c way to avoid activist problem,; Oil a local lcvd you can adapt 

in a ccttain -y. but on a ilobal lcvel this is impouiblc. SA A -N 

68. Domestic orianiution, arc u,ually more prone than mullinationab to =pond 
favo~ly to activist pressure, . 

69- Activism cmcria locally bur can spread worldwide in ilJ rcJultJ; thercforc, 
multinationals lypially an: cxpoJcd to much more activism than domestic 
organization, . 
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SA A 

SA A N 

D so 

D so 

D SD 

D so 

D so 



70 . J don·t sec activi,m as a problem for public relations. but •• an opportunity . 

71. The level o( activism ~n be a i:;ood pn:dictor of the k:vcl of public rt:blion.s needed . 

72. An exceUcnt international public rclatiol\J proi:ram will MVC I local c:.omponcnt in 
each rnan:ct to aC£n !he environment, identify potential activist '7"up1. and caublish 

programs to build relationships with them. 

7J. In the mu1 communication media. 1lob1J villas:c U a reality: I\~ about parent 
organizations oltcn rochc:s !he local media , whether negative or positive. 

74. Local people thac d.iys understand the power of the media and arc more likely lo 

use media eovcn,i:e to make !heir eomplainu known. 

75 . Public relations officers in my country sec !he pn:u u their most import.ant public . 

76. I ai:rce that a local component of a multinational or&anization should build 
rebtioruhips with local mcdi.a. 

77. GcneraUy, the eoveraee of multinational or&anizations in my country is not wonc 
than !he eovcnee o( domestic ori:anizatioru . 

73 . The mus mcdi.a in different eountriea vary most because of: .. The economic support base !hat allows technoloi:ieal adjustmcnU. 
b. The extent of !heir dependency on iovemmcnt. 
C . The extent o( !heir dependency on advcrtisine. 
d. The rccoi:nilion within the media o( their own profe.nional responsibilities . 
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