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There is a gap in public relations and marketing communication literature.drogpit
increasing professional use of integrated communication—a process lhy whic
organizations coordinate the communication functions and activities for stakeholder
impact—public relations roles have been under-developed in scholarship. In fact,
most insights on public relations and integration appear to be opinion-based and
normative. Hallahan (2007) has argued that the literature is “fragmemddyardly
conclusive” (p. 308), and other scholars claim that integrated communicatiarchese
is still in its pre-paradigmatic stages of development (Kerr, et al., 20083earch
emphasizes definitions and perceptions (Kliatchko, 2008, p. 133).

This research—a multi-case study of three organizations that carryrgigva

levels of integration—addresses the need to outline and evaluate public relations a

integrated communication from a theoretical perspective. This study cengid#ic

relations a strategic relationship management function, consistent with Grunig



(2006a), Ledingham (2006) and other public relations scholars. This perspective is in
contrast with that of marketing communication scholars, who consider public
relations a marketing support function (Keh, Nguyen, Ng, 2007; Debreceny &
Cochrane, 2004; Hendrix, 2004).

This study demonstrates that concerns that integrating public relations and
marketing may lead to marketing imperialism and “an inferior techniczl fot
public relations, as Hallahan’s (2007) review of the literature discover8@%p.
may be based in opinion only, and may not represent professional practice. In fact,
higher levels of integration yield a greater emphasis on public relationstrasemic
relationship management function. This research also demonstrates thatioregr
occurs naturally, regardless of organizational structure. In spite of vaeyialg lof
integration evident at each organization (based on the structure outlined by Duncan
and Caywood [1996] and Caywood [1997]) integration is a natural process based on
internal relationships and connections—a process | refer to as “orgagi@tiag.”

This multi-case study fulfills three challenges facing public relatiods a
integrated communication proposed by Hallahan (2007). It provides a resesech-ba
definition of integrated communication, considers the theoretical convergence of
public relations and integrated communication, and it conceptualizes organizational

communication and department structures (p. 309-313).
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Chapter 1: Introduction

In the effort to define public relations and distinguish it from other
organizational functions, the concept of relationships may be the most distinctive
Over two decades ago, Ferguson (1984) argued that the study of relationships in
public relations would be the most fruitful for public relations research and “would
greatly enhance the probability of productive theory development” (p. 23).

Many public relations scholars have followed Ferguson’s call and have
explored relationships as a central theme in public relations (Stroh, 2007; Grunig,
2006a; Gower, 2006; Hutton, 1999). Public relations has been defined as a strategic
relationship management function (Grunig, 2006a; Ledingham, 2006; Broom, Casey,
& Ritchey, 2000; Grunig, Grunig, & Vercic, 1998), and research has prescribed the
best ways for public relations professionals to cultivate relationships (tesdim
2006; Grunig & Huang, 2000; Grunig & Hung, 2002; Grunig, 2002), has identified
ways to understand an organization’s publics (Aldoory & Sha, 2007; Grunig, 2006a;
Toth, 2006), and has built models for evaluating organization-public relationships
(Grunig & Huang, 2000; Ledingham, 2006; Ledingham & Bruning, 2000; Yang &
Grunig, 2005). In fact, Grunig (2006b) has argued that relationships should be the
basis for measuring and evaluating public relations.

Relationships may also be central to organizational success. Post, Preston, and
Sachs (2002) have argued that “organizational wealth can be created (oredstro
through relationships with stakeholders of all kinds” (p. 1), and that relationships
allow organizations to anticipate future threats or problems. Grunig and Hung (2002)

have argued that relationships affect an organization’s reputation. Grunigg,Gruni



and Dozier (2006) argue that relationships help an organization manage its
interdependence with the environment, and that relationships provide context for
public behavior and save money by preventing crises or minimizing their effects

Public relations may not be the only organizational function that emphasizes
relationship-building as a defining concept. Marketing scholars also consider
relationships the most important organizational asset (Duncan & Moriarty, 1998),
arguing that the purpose of marketing communications is to cultivate relagisnshi
(Zahay, Peltier, Schultz, & Griffin, 2004; Cownie, 1999).

In fact, similar emphases between public relations and marketing reveal a
overlap between the two functions. Marketing scholars, in particular, reeote
overlap with public relations around the conceppublic relations as marketing
support. Often considered a marketing communications function, public relations has
been defined as promotion and publicity (Hendrix, 2004; Keller, 2003; Kitchen,
1999a, 1999b; Kitchen & Papasolomou, 1999; Hallahan, 1996; Thorson & Moore,
1996). Although public relations scholars argue that public relations should be a
strategic relationship management function (Grunig, 2006a; Ledingham, 2006;
Broom, Casey, & Ritchey, 2000), separate from other departments with its own
strategic purposes and goals, its overlap with marketing communicatiomsihas |
organizations to coordinate the two functions for a unified voice and greater
relationship capacity. This integration of communication challenges the giopssi
of public relations scholars who have argued against conceptualizing publanelat
and marketing together (Grunig, 2006a; Grunig, Grunig, & Dozier, 2002; Dozier,

Grunig, & Grunig, 1995).



Communication Integration

Organizations are integrating their communication functions and coordinating
the efforts of public relations and marketing for the benefits of strateggistency
and providing a unified voice to consumers (Kitchen, 1999a). Recent surveys by the
Association of National Advertisers reveal that as many as 74% of fiexaparating
integrated communication programs (Liodice, 2008).

Though integration scholars have yet to agree on an official definition,
communication integration can be defined as “the coordinated use of a variety of
different promotional communication tools toward a single objective” (Hallaha
2007, p. 299). Communication integration involves the integration of communication
content and messages, channels, stakeholders and consumers, and results (Kliatchko,
2008).

The dominant framework of communication integration is Integrated
Marketing Communication (IMC), which prescribes the coordination of all magket
mix tools including advertising, personal selling, sales promotion, direct timayke
publicity and public relations (Kitchen, 1999b). Early frameworks of integration were
built around this emphasis on marketing communications, as the first definition of
integrated communication labeled it “a concept of marketing communications
planning that recognises the added value in a programme that integratiesysobar
strategic disciplines—e.g. general advertising, direct responsepsaestion, and
public relations—and combines these disciplines to provide clarity, consistency and
maximum communication impact” (Kerr, Schultz, Patti, & Kim, 2008; p. 515). As

research and practice expanded, references to integration dropped the “m” of favor



the term integrated communication (IC), to refer to the expanded understanding that
integration should comprise all communication tools (Vos & Schoemaker, 2001,
Gronstedt, 2000, 1996; Caywood, 1997). Some have even proclaimed that IMC is
dead (Grunig et al., 2002), though research continues to refer to integration,as IMC
and the term IC is used less frequently (Kliatchko, 2005, 2008). In some instances,
the terms IMC and IC are used interchangeably (Thorson & Moore, 1996).

In spite of potential ambiguities in definition, the purpose of integration
appears to be clear—organizations integrate communication to maximizg impa
(Kliatchko, 2005; Duncan & Caywood, 1996). This impact includes strategically
managing the corporate brand (Kitchen, Schultz, Kim, Han, & Li, 2004; Kliatchko,
2005) and maximizing message resonance with consumers (Duncan & Caywood,
1996) through an understanding of the interplay between channels, audiences, and
resources (Kliatchko, 2008).

In fact, purposes for integration may be relational. Pioneers of integrated
communication research, Schultz and Kitchen (2001) have argued that the integration
of communication should be dedicated to creating and sustaining relationships with
an organization’s brand, because “it is the brand with which customers and
consumers have ongoing relationships” (p. 90). Keller (1996) has argued that through
communication integration, an organization can create sustainable brand equity—
which Keller considers as the value of an organization, product, or service beyond its
value if not branded—and that the highest level of brand equity is brand resonance, or
the state at which a consumer has built a relationship with the organization, product,

or service (Keller, 2003).



Additionally, scholars have proposed that integration involves the recognition
that an organization’s publics overlap (Kitchen, Brignell, Li, & Spickett, 2004],Rei
2003; Schultz & Kitchen, 1997; Schultz, 1996)—that is, a customer may also be a
stakeholder and vice-versa (Gronstedt, 1996; 2000). Integration scholars, then, argue
that integrated communication is a necessity to build relationships with publics
because publics are already integrating an organization’s messaddashavior,
regardless of intended communication strategies (Kliatchko, 2008; Schultz, 1996;

Schumann, Dyer, & Petkus, 1996; Duncan, 1993).

Integrated Concerns

Though communication integration may be ideal for message resonance and
building brand equity, debate about the appropriateness of integrating public relations
and marketing has been a focus of public relations literature (Hallahan, 2007, p. 309).
In particular, public relations scholars have expressed concern of marketing
imperialism in a model that would combine the efforts of both disciplines (Grunig,
Grunig, & Dozier, 2002).

Hutton, Goodman, Alexander, and Genest (2001) have argued that, contrary to
what integrated communication would prescribe, communication at organizations is
not integrating, but disintegrating, as it loses responsibility for managing
communication and relationships with strategic public groups to other departinents
fact, Hutton, et al. (2001) have argued that there may be value in keeping the two
functions distinct. Their research showed that companies with a philosophy on

managing relationships with non-customers separate from managing austome



relationships had stronger reputations than those who managed relationships with all
publics as consumers.

To the concerns of public relations scholars, a majority of research in
integrated communication has emphasized marketing perspectives. gdegrat
communication research considers the coordination of the communication mix based
on marketing’s four Ps (product, price, promotion, and place) (Keh, Nguyen, Ng,
2007), and evaluates the coordination of communication across multiple media
(Stammerjohan, Wood, Chang, & Thorson, 2005) for proactive targeted marketing to
specific audiences (Kitchen, et al., 2004; Reid, 2003; Schultz & Kitchen 1997).

Furthermore, Kitchen (1999a) argued for an emphasis in theory development
on understanding consumer behavior and analyzing competitive advantage. lttegrate
communication research emphasizes persuasion and maximizing impact ofrrgarket
messages for consumer purchase decisions (Holt, 2003; Gabbot & Clulow, 1999;
Croft, 1999; Keller, 1997). In a review of the literature, Kliatchko (2008) discovered
that branding has been of particular interest to integrated communication samlars
research considers integration’s effectiveness in creating commonrieesgtit and
meaning between organizations and publics (Kitchen, 1999c, p. 231). IMC scholars
have hypothesized that integration leads to brand equity and shareholder value, and
that there is a positive relationship between IMC processes and brand outcomes
(Kliatchko, 2008).

What is more, public relations is commonly considered a marketing support
function within integrated communication, and my assumptions going into this study

were that public relations in integration follows this marketing perspeofipublic



relations that it is a marketing support function for enhancing marketingaigns.
Kliatchko (2008) argued that media relations and publicity (traditional marketing
public relations roles) have been a priority in research on integration, palyicular
since 2000. Marketing roles of public relations that are commonly explored in
integrated communication research include promotion, publicity, and medianglat
(Keller, 2003; Kitchen, 1999a, 1999b; Kitchen & Papasolomou, 1999; Hallahan,
1996; Thorson & Moore, 1996). Research has also evaluated public relations against
its values in building awareness at a fraction of the cost of advertising¢Ki&
Papasolomou, 1999; Miller & Rose, 1994).

In spite of marketing-dominant perspectives of public relations, my purpose in
this study is to liberate public relations from marketing-oriented petisps, and
solidify public relations as a strategic relationship management functidact|
some marketing scholars have recognized public relations beyond its marketing
support roles. Kitchen (1999a) explains that in the corporate balancing act t, profi
consumer satisfaction, and public interest, the first two relate to marketing
communications while the latter is the responsibility of corporate publicomrat
Caywood (1997) has posited public relations roles in establishing organizations as an
operational member of society. Their perspectives, however, have need of being

evaluated in practice.

Scope of the Study

Integrated communication represents a development in an organization’s
communication structure that stands to influence public relations schofarss &b

define public relations as a strategic relationship management functiawct,la f



review of the literature demonstrates a gap in understanding, as pultioneetales
in relationship management have been under-developed in integrated communication
literature.

Research on integration is admittedly explorative to reveal issues (Kitthen,
al, 2007; Kitchen & Li, 2005) rather than evaluative or to confirm theory. Most
insight on public relations and integration appears to be opinion-based and normative,
rather than research-based and evaluative. This research evaluates latibinsre
against the concept of relationship-cultivation and strategic management of
relationships. Relationship management has been an emphasis in public relations
literature, but it has not been evaluated in the setting of integrated communication,
though some scholars have suggested frameworks in which public relations may
manage an organization’s strategic relationships (Kitchen, et al., 2007; Caywood,
1997; Duncan & Caywood, 1996). The purpose of this study is to transcend opinion-
based perspectives and evaluate practice against prescribed thigoeesigactives.

Integrated communication has also been underdeveloped in the literature, as
studies have been conceptual and have emphasized definitions, rather than processes.
In fact, much of the literature comprises definitional debates, and theneésido
evaluate how integration functions. For this reason, this study evaluateatetegr
communication as a process involving the integration of communication content,
channels, stakeholders, and results.

Grunig (2006a) has argued that it is time for public relations and integrated
communication scholars to conceptualize the communication principles in the context

of integration:



“I believe it is time for public relations scholars, in addition to those in the
IMC camp, to conceptualize marketing communication principles. Marketing
scholars have developed concepts of relationship marketing...l believe public
relations scholars can make an important contribution to marketing if we
move beyond the messaging, publicity, and asymmetrical communication
common in marketing communication and use our theories to develop
symmetrical principles of cultivating relationships with consumers” (p. 170).
The purpose of this research is to fulfill Grunig’s call by conceptualizing

public relations with other marketing communications activities within iatedr

communication. In particular, this research evaluates integrated conatomiand

its influence on public relations as a relationship management function through case

studies of multiple organizations.

Definitions and Delimitations

This research considers public relations, marketing, relationships,
stakeholders, and integrated communication as key concepts under study. The
literature and understanding of these concepts is broad and expansive, and therefore,

this study also makes delimitations on the scope of each function under study.

Public Relations

Cutlip, Center, and Broom (2000, originally 1985) have defined public

relations as:



“The management function that establishes and maintains mutually beneficial
relationships between an organization and the publics on whom its success or
failure depends” (p. 1).
In this study, public relations is considered consistent with scholarship that
defines it as a strategic relationship management function. This is palyicula
relevant as titles reflecting public relations roles throughout the threeipagans
are not consistent. In fact, organizations have multiple communication functibns tha
fall under this classification, and in this study, organizational functions coedider
public relations included media relations, corporate communication, internal or

employee communication, publicity, and public affairs, in addition to public relations.

Marketing

The concept of marketing in this study is the organizational function that
fulfills the roles of sales, advertising, business development, and account
management, and is based on the concepts outlined by marketing scholars (including
Aaker [2008], Keller [2003]; and Kotler [2000]). Kotler and Mindak (2000) have
explained that marketing coordinates all the “instruments and forces imgpiogithe
customer.”

Modern marketing has evolved from the concept of selling, in which
individuals seek buyers, display products, and negotiate prices (Kotler & Mindak,
2000, p. 354). The nineteenth century saw the growth of national markets and mass
communication, leading manufacturers to recognize the value of advertising and a

national markets grew into the twentieth century, the notions of selling, athgrtis

10



and market research led to the development of the marketing department (Kotler &
Mindak, 2000, p. 355).

Marketing communications, otherwise known as the marketing mix, refers to
the separate activities that are used to achieve marketing objectives.iMparket
communications activities include direct selling, direct marketing,rédiray,
promotion (Kitchen, 1999a, p. 24).

In this study, participants who were considered marketing professionals held
the title reflecting their domain—marketing. Because marketing andcpretditions
share at least one organizational activity (promotion), in this study, marketing i
limited in consideration to the functions referred to specifically as “niackeor
“marketing communications.” The following chapter outlines marketing, rtiagke

communications, and the literature defining these concepts.

Integrated Communication

Integration prescribes a total coordination of all communication for maximum
message impact on a target group according to Kliatchko (2008). Christensen, Firat,
and Torp (2008) discuss integration as the coordination of messages, symbols,
procedures and behaviors across departments. In reviewing literature, theyhfdund t
most of the definitions on integration emphasize coordinated central control over
communication (pp. 423, 431). According to Moriarty (1996), the central idea behind
integration is coordination and control of a company’s communication activities for
maximum impact (p. 333).

A review of the literature shows that, in spite of multiple studies both in the

United States and globally, there is little agreement as to what inb&gcamprises

11



beyond a coordination of messages for a unified organizational voice and the synergy
that the “one message, one voice” dictum stands to create (Kliatchko, 2005, p. 18;
Stammerjohan, et al., 2005, p. 57). For this reason, scholars claim that integrated
communication is still in its pre-paradigmatic stages of development @teat.,

2008, p. 511; Kliatchko, 2008; Schultz & Kitchen, 2000a, p. 17). In fact, Kliatchko
(2008) argues that most of the research from 1990s to 2006 has been only on

definition, perceptions, and theoretical foundations (p. 133).

IMC vs. IC

There may be discord around the terminology of the phenomenon itself, as
some refer to integration as Integrated Marketing Communication (IMgrs as
Integrated Communication (IC). Early conceptualizations of the phenomenon used
the term IMC to refer to the process of integrating all communicatibritess within
the marketing mix (i.e. personal selling, publicity, advertising, etcttiii€n, 1999b,
pp. 9-13). As research and practice expanded, references to integration dropped the
“m” in favor of the term IC, to refer to the expanded understanding that integration
should comprise all communication activities (Grunig, et al., 2002, p. 269). IC
expands consideration beyond marketing public relations to include corporate public
relations responsibilities like investor relations, public affairs, govemiand public
policy, employee communication, and even customer service and support, and
recognizes that the concept of integration “must permeate through entire
organizations...[and] involve every group or individual with a stake in the company’s
success” (Gronstedt, 2000, p. 8). In spite of claims that IMC has been repldCed by

(Grunig et al., 2002, p. 269) research continues to refer to integration as IMC, and the
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term IC is used less often in marketing literature (Kliatchko, 2005, 2008). In some
instances, the terms IMC and IC are used interchangeably (Hallahan, 2007, p. 310;
Thorson & Moore, 1996, pp. 2, 6).

This study assumes a general definition of integration. Rather than
differentiate between Integrated Marketing Communications (IMC) aedrited
Communication (IC), this research explores public relations within the setting of
“lower case” integration—that is, any type of integration of public relatigith
other communication functions, whether it be the integration of public relations as
marketing public relations or the full gamut of public relations activitigeof
referred to as corporate public relations).

Integration should also be distinguished between media convergence. Though
the two terms may be related, they are distinct. Whereas media convegferséor
the effect of the overlap of various media materials on targeted audienegsation
is the organizational effort to coordinate messages, symbols, procedures and
behaviors across departments that may lead to media convergence, or the effect of

such synthesis on audiences.

Integrated organizations

In this study, | chose to conduct research among organizations, rather than
agencies. Multiple studies have explored the perceptions and workings of agencies
(Kitchen, et al., 2007; Kitchen & Li, 2005), but studies have revealed that clients
drive integration, rather than agencies (Kitchen, et al., 2007; Kitchen & Schultz

1999), and inasmuch as Kitchen et al (2007) also found that the structure of an
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integrated campaign may be missing, | consider it necessary to investigate
organizations rather than agencies.

Though | used the grounded theory concept of theoretical sampling for
participants (Glaser & Strauss, 1967), | sampled organizations based on thie spe
classifications. First, organizations demonstrated a classifiabledewvegégrated
communication. Second, | sampled organizations that were available and tailling
participate. Finally, | sampled companies that were local and | used a showbal
technique to recruit more participating organizations. In this way, my sahple

organizations was purposive and based on convenience.

Stakeholders

In many instances, scholars use the terms stakeholders and publics to refer to
groups of people who may have a connection to the organization, whether that
connection is active or dormant (i.e. whether groups or the organization recibgnize
connection or not). However, stakeholders and publics, as terms, may even have
overlapping meaning. Both have been used in separate instances to refer to a group of
individuals which might be of interest to an organization (Aldoory & Sha, 2007,
Gronstedt, 1996).

In my opinion, however, the term “publics” does not include enough
specificity, and | think that when scholars use the term “publics,” the term
“stakeholders” may be more concise. Post, Preston, and Sachs (2002) define
stakeholders as “the individuals and constituencies that contribute, either vbtuntari
or involuntarily, to its wealth-creating capacity and activities, and teaharefore

its potential beneficiaries and/or risk bearers” (p. 19). Stakeholders agumntstior
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those who have a stake in the organization, adds specificity to the consideration of
groups of individuals relevant to an organization—that is, stakeholders share the
benefits and risks of an organization’s operations and “their common desire gethat t
corporation should be run in such a way as to make them better off, or at least no
worse off, than they would otherwise be” (p. 19).

Stakeholders as constituents from this perspective include employees,
customers, investors, business partners, and government regulators, among others.
Additionally, the notion that stakeholders provide an organization its “license to
operate” (p. 9) also classifies community members and the media as statsetoolde
an organization. In this study, the term stakeholders is used consistently wjtetPost

al.’s definition.

Relationships

Ferguson (1984) said that, in referring to relationships, researchers have used
many terms that mean the same thing. “Some call it external linkagers@all it
interaction. Some use the term contact to mean relationship, while some suggest it
implies interdependence” (p. 16). The term “relationship” comprises an extensive
debate of concepts that may be too dense and extensive to explain here. For my
purposes, | use a general definition of relationships, that is, a relationsieperggra
connection or linkage between two groups. In this way, relationships in this study
reflect Broom, et al.’s consideration of relationships as “the patternssoddation,
transaction, exchange, and linkage between an organization and its publics” (p. 18).

In this study, relationships are represented and studied in terms of linkages.

Grunig and Huang (2000) outlined a list of potential connections, including those
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between an organization and a stakeholder group, an organization and another
organization, and an organization and a public coalition (p. 34). In the context of this
study, | also consider relationships between individuals as well, includingdretwe
employees and between an employee and a media relations professionswhythi
relationships may also be inherently interpersonal, as Toth (2000) has argues. At t
same time, it is not my purpose here to explore relationships from an interpersonal
perspective, as Toth (2000) suggested. Rather, | simply recognize here thiaicis
includes considerations of relationships as connections between individuals, in

addition to those between an organization and its stakeholders.

Summary of Literature Review

The bodies of literature that inform this study come from three sources: public
relations, marketing, and integrated communication. The literature in publiome
outlined in this study considers public relations as a strategic relationsicijoh,
and provides models for understanding and cultivating relationships.

The marketing literature provides a background for understanding marketing
scholars’ perspectives on roles of marketing and public relations, as e as
overlap between the two functions. Marketing’s roles appear to be focused on
branding and communication impact, and perspectives on public relations roles
appear to consider the function as a marketing support discipline.

Finally, integrated communication literature explores the definitions and
concepts of integration. A review of literature in integration reveals thata's have
yet to agree on an official definition of the concept, and research is still in a pre-

paradigmatic state, as scholars seek to establish models and theorieglémat e
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integration. One of the underlying frameworks used for this research, which can be
traced through the literature Kliatchko, 2008), is that integration prescribes the
coordination of communication content, channels, publics, and results.

Overall, the literatures in public relations, marketing and integrated
communication reveal a gap in understanding around the roles of public relations in
integration. Public relations literature has yet to explore public relatides in
integration with much depth. Integrated communication literature, on the other hand,
has yet to detail the roles of public relations with much depth beyond marketing
related activities (i.e. promotion, publicity, and media relations). Additionalighm
of the literature in both public relations and integrated communication reflects
scholars’ opinions and proposed norms, and there is a need to evaluate these

concepts’ utility to explain practice.

Summary of Method

This study employs qualitative methodology to evaluate public relations’ roles
in integrated communication, and integration’s effects on public relations as a
relationship management function. | have chosen qualitative methodology to explore
this research area because evaluating organizational processes redgliadsd
exploration of the depth of its influence, and qualitative research emphasizes dept
over breadth (Rubin & Rubin, 2005; Denzin & Lincoln, 2003; Lindlof, 1995).
Furthermore, qualitative research situates an observer in the natural woridieshd r
on the researcher to piece together and interpret the representations toeaaig m
of the lived experience of participants and the research subject (Denzin & Lincoln,

2003).
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The notion of the bricoleur is most appropriate in my research endeavor. The
bricoleur is a montage-maker, who pieces together evidence and source informat
to understand the situation (Denzin & Lincoln, 2003). The bricoleur also reads
widely, making him or her knowledgeable for credible interpretation (Denzin &
Lincoln, 2003). This notion of researcher as bricoleur is especially approjoriasy f
chosen method—case study research—because as a researcher, | hdweittehga
within the context of the case and gather information from multiple sources to be able
to piece together the elements that make up the collage that is integrated
communication.

This study employs case study research of three organizations withgvaryi
levels of integration in order to evaluate the processes of integration, pustice|
and relationship management. The case study method allowed me to gather, analyze,
and interpret data from multiple sources, including interviews, observation, and
communication material.

Case study research has been chosen as the method for this dissertation
because of its appropriateness and common use in understanding organizational
decision making (Yin, 2003) and for its advantages over other qualitative methods in
presenting a complete picture of the phenomenon under study. Case study research
employs a broad set of qualitative methods, including interviewing, observation, and
documentation content analysis, to provide a holistic perspective on integration,
public relations, and relationship cultivation. Case study research is aldoveffiec

settings in which the researcher seeks questions of how or why in situations in which
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behavior cannot be controlled or manipulated (Yin, 2003), a condition that also
applies here.

Case study method allows researchers to retain holistic and meaningful
characteristics of real-life events and maintains some advantages ovietualdi
gualitative research methods, including interviews and observation. Interviews,
which operate on the notion that the most direct way to understand reality is to
engage in conversation with participants (Fontana & Frey, 2003), may be limited by
memory and biases of interviewees (Lindlof, 1995). Participant observation, which is
based on the notion that enacting roles reveals understanding (Lindlof, 1995) and
provides meaning through situated experience and lived context, may be problematic
for researchers who seek understanding beyond the roles they have been given in the
context. In short, case study research deals with the full gamut of availaldeeyi
in a research setting—a unique strength of the method (Yin, 2003)—allowing me to
explore the phenomenon using the strengths of interviewing, observation, and
document analysis (my three chosen sources of information).

In this study, | conducted a total of 31 qualitative interviews with
communication professionals who are involved in decision-making or in the
implementation of integrated communication. | also participated in a total of 20 hours
of observation by attending meetings, forums, and even participating in a company
initiative. Finally, | analyzed organizational documents that pertain tgrated
communication, including promotional material, organizational hierarchies, egbsit

and other documents that reflect integrated communication strategy.
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Significance of the Study

The primary significance of this study is the understanding that it providesheom t
perspective of public relations. Public relations perspectives on integratiom teed t
opinion-based—Hallahan (2007) argues that the empirical evidence is “fragynent
and hardly conclusive” (p. 308). Most current integrated communication studies
emphasize marketing concepts including branding and customer loyaHjc(iio,
2008). There is a need to understand integration from the point of view of public
relations, in particular, the way integration affects and influences peldittons and
its roles in relationship cultivation and management.

A public relations-based approach to understanding integration has
significance for both public relations practice and academic resednishstlidy
provides practical strategic priorities and tactics for public relatiortsifpoaers to
successfully navigate and implement integrated programs. Furthermosguthidas
value to integrated communication research, as it adds clarity to the undexgtaindi
the process of integration, which is an ongoing issue in research on integration
(Kliatchko, 2008; Hallahan, 2007, p. 309). It also fills a gap in public relations

literature, as few studies have explored public relations roles in integrati

Limitations of the Study

This study is not without its limitations. Inherently limiting in the case stadthod

is the inability to apply results to other specific cases. Yin (2003) terms\tkile
application “statistical generalization,” and he argues that case stugliesta
appropriate for this purpose. Rather, case studies provide a different but agnific

level of application: analytical generalization. In this study, | accouwnteldhits to
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statistical generalization by extracting concepts that can beedppltheory, and

thus, understanding of other cases from a theoretical perspective (ahalytica
generalization). By using theory outlined in the literature to frame this,stugly
purpose was to corroborate the findings and expand understanding of integration,
public relations, and relationship cultivation, and therefore, compensate for
limitations in generalizability.

Other limitations this study include time and organizational availability
Understanding organizational processes can take years to comprehend.eThe tim
necessary for that level of detail exceed my framework for this studyefonore, |
was limited by availability of organizational and individual participatiaontthe
time | started this project until its completion, two of my three original orgéinns
dropped out of the research, and | also had some difficulty accessing all the
participants and experiences | hoped to evaluate. In particular, securingatibser
opportunities was my biggest challenge. | sought to overcome these limitations b
triangulating my research methods and designing my study around the thehees

literature.

Organization of Dissertation

In the next chapter, | outline the literature framing this study. The
foundational concepts to this study include public relations as strategionstap
management, marketing communications theory, and integrated communication.

Chapter three establishes the rationale for choosing case studyhedearc
multiple organizations to explore integrated communication and public relations. It

also details the strengths and weaknesses of case study research entptyIfor
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the present study. | will also explain my choice of data sources: interviews,
observation, and document analysis. In this chapter, | also describe mghesear
design.

Chapter four outlines the results of this study. Each case in this study is
outlined separately, in order to build an understanding for the respective contexts,
scenarios, and processes involved in integrating communication and the roles of
public relations, therein. The data from each case is categorized byhegaestion
as well. The purpose of this section is to outline the results and allow the data to
speak for itself in each case by emphasizing description, over evaluation or

interpretation, as Wolcott (1994) prescribes.
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Chapter 2: Literature Review

There are three bodies of literature that inform this study. These include
public relations, marketing, and integrated communication, and each one helps
explain how scholarship perceives the practices under study. The purpose of this
section is outline the current perspectives in order to give context to the practice
studied in this research, but the purpose is also to provide a research-based context
against which to evaluate practice.

The literature in public relations, marketing, and integrated communication is
broad, and it is not my purpose here to discuss the gamut of theoretical insights that
make up the volumes of scholarship underlying each concept. Rather, in this chapter,
| outline the concepts that appear to be most relevant to public relations’ riblgs wi
integrated communication.

For this study, the public relations literature regarding organization-
stakeholder relationships and relationship management is most relevant, and the firs
section details the research that has been conducted that considers public esations
a strategic relationship management function. In particular, there ataas of
direction evident in the literature, one that discusses the process of relationship
building between an organization and its stakeholders, and another that explores
causality behind relationship development. In this chapter, | explore both lines of
scholarship.

Marketing, in this chapter, is discussed in terms of the activities that the
marketing function fulfills in order to build relationships between an organizand

its stakeholders—which for marketing, has traditionally been customers and
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consumers, but may also include other company stakeholders. Three aspects of
marketing scholarship appear to relate to relationship-building, and these itndude
marketing mix, branding, and relationship marketing.

Finally, this study relies on understanding the process of integrated
communication. The literature in this area is developing and scholarship emphasizes
terms, concepts, and purposes, though some work has been done to establish models
to understand the integrated communication process. The literature under tars secti
features both a description of the concepts as well as the processes of ohtegrate
communication. Discussion on the concepts of integrated communication is meant to
build an understanding of its implementation, which serves to provide a framework

against which to evaluate integrated communication in practice.

Public Relations

In 1984, Ferguson declared that public relationships were a fruitful research
paradigm for public relations research, the basket in which she would put “all her
public relations theory development eggs” (p. 16):

“A research paradigm focus that comes to understand the study of public

relationships as the study of relationships between organizations and public

would do, | believe, as much to “legitimize” this field as have past efforts at

defining the field in terms of the activities of those who practice it” (p. 21).
Ferguson (1984) further explained that an emphasis on relationships in public
relations research would go beyond the traditional research focus on the public
communication process and emphasize “organizations...publics, and...the larger

social environment within which these two social units exist” (p. 22). From this
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relationship mandate, several scholars have sought to establish public reltons a

relationship discipline.

Public Relations and Strategic Relationship Management

Relationships may be the defining structure for public relations. Cutlip,
Center, and Broom (2000, originally 1985) define public relations as:

“The management function that establishes and maintains mutually beneficial

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

failure depends” (p. 1).
Research has supported this definition, asserting that the purpose of public redations
to build relationships with an organization’s key constituencies (Ledingham, 2003;
Heath, 2001, p. 2; Dozier & Lauzen, 2000, p. 4; Hon & Grunig, 1999) and that the
value of public relations to an organization is in the function’s relationship-building
capacity (Grunig, Grunig, & Dozier, 2002; p. 548; Grunig & Huang, 2000). In fact,
Heath (2001) argued that “the emerging vocabulary” of the public relatiasipliohe
featured relationship concepts like shared meaning, listening, social,capitizal
benefit, trust, and collaboration and that “the heart of the new view of the practice of
public relations is the mutually beneficial relationships that an organizatids tee
enjoy a license to operate” (p. 2-3).

Relationships in the strategic management paradigefationship
management in public relations appears to be the purpose of scholarship in the
strategic management paradigm of public relations. Research in thgistrate
management paradigm has examined the cultivation of relationships (Ledingham,

2006; Grunig & Huang, 2000; Grunig & Hung, 2002; Grunig, 2002), has considered

25



how relationships facilitate the understanding of an organization’s stakeholders
(Aldoory & Sha, 2007; Grunig, 2006; Toth, 2006), and has sought to build models to
measure and evaluate relationship-building in public relations (Grunig, 2006; Grunig
& Huang, 2000; Grunig, Grunig, & Dozier, 2002).

Grunig, et al. (2006) argued that relationships provide a context for behavior
of an organization’s various publics and they save money by preempting the costly
effects of organizational crisis (p. 35). Murphy (2007) has added: “anticipasogs,
identifying key publics, building and maintaining relationships that lessen aonfli
acquiring the internal power to implement needed changes—all these taskbdor
core of public relations that is truly strategic” (p. 119). Hutton (1999) argued that
relationships are the only unique organizing structure of the field, and that a paradig
emphasizing strategic relationship management would feature three mainlidea
management (planning, control, performance), 2) strategy (pridiotizand
relevance), and 3) relationships (mutual adaptation and dependency).

Grunig (2006) summarized three central areas of theoretical development
within the strategic management paradigm: 1) identifying stakeholdeaswigsthe
issues they create, 2) developing communication strategies that cultivate
relationships, and 3) evaluating organizational success based on the quality of public
relations. Work by Grunig and Huang (2002) has sought to emphasize organizational
behavior in relationship-building, that is, “what an organization does (more than what
it says) has a strong influence on what people think and say about it and the

relationship they have with that organization” (p. 14). In this way, publicoakti
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manages organizational behavior through environmental scanning, advocating, and
balancing public needs (Grunig, 2006).

Consistent with scholarship in the strategic management paradigm of public
relations, | define public relations as a strategic relationship managéametion
that provides value to an organization by building and maintaining mutually-
beneficial relationships. In the sections that follow, | will outline the scéiulathat
considers public relations as a strategic relationship management furrction. |
particular, there are two areas of theoretical development on relationspigslic
relations literature: 1) the process of relationship-building and 2) thesand
influences on relationship-building. Research on organization-stakeholder
relationships and expanding theory in that area informs the process of relationship-
building. Relationship management theory, and corresponding scholarship, explores

relationship influencers and causality.

Defining Organization-Stakeholder Relationships

Relationships in public relations are considered as dynamic entitiesdrased
organization-stakeholder exchange and interaction. Broom, Ritchey, and Casey
(1997, updated in 2000), proposed some of the earliest conceptualizations of
organization-stakeholder relations, borrowing perspectives from interagrs
communication, interorganizational relationships, psychotherapy, and systemys the
The authors defined relationships as: “The transactions that involve the exchange of
resources between organizations...[which] lead to mutual benefit, as well as mutual

achievement” (1997, p. 91). They argued that “relationships are represented by the
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patterns of interaction, transaction, exchange, and linkage between an oiganizat
and its publics” (p. 18).

Ledingham and Bruning (1998) have built Broom, et. al’'s (1997) concept of
organization-stakeholder relationships from exchange and transaction, to linklage a
impact. They defined relationships as “the state which exists between arzatigani
and its key publics in which the actions of either can impact the economic, social,
cultural, or political well being of the other” (p. 62).

Postmodern research has also added to the understanding of relationships in
public relations. Postmodern scholars refer to relationships as “the crux of all
interactions” (Stroh, 2007, p. 205). For postmodern scholars, social relations are
“shaped by competition, conflict, struggle, and domination” (Holtzhausen, 2007, p.
365) and are constantly in flux, unplanned and unpredictable (Stroh, 2007). From this
postmodern perspective, Hung (2007) proposed an alternate definition for
organization-public relations—one which considers relationships a “dynamic social
entity...[based on] the ongoing interplay between contradictory expectatoi&9q-
470). Hung asserted that relationships are better characterized asgpinsties,
rather than linear interactions, because relational parties “act ahdseac
relationships spiral forward and reshape reality” (p. 451).

Public relations scholars have expanded this concept of an organization-
stakeholder relationship as a dynamic interaction, focusing on what thattioterac
involves. Scholars have explored relationship causes, strategies, and dimensions.

Much of the research is based on the framework, originally proposed by Broom, et al.
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(1997), which explores relationship causes, or antecedents, relationshipesrategi
and relationship consequences, or outcomes.

Relationship antecedenRelationship antecedents are precursors to a
relationship and include the “perceptions, motives, needs, and behaviors” that make
up the contingencies of a relationship (Broom, et al., 2000, p. 16). Antecedents
include social and cultural norms, resource needs, and perceptions. Grunig and Huang
(2000) added that antecedents include various levels of influence between an
organization and a public (p. 34). They also argued that antecedents are born in
change pressures from an organization’s environment, and that they are situational
and fleeting (p. 35).

Other causes or precursors to an organization-public relationship can be seen
in postmodern research—in which scholars explore relational tensors, or
irreconcilable differences, that lead to, form, and influence relationships
(Holtzhausen, 2007). Hung (2007) argued that relationships are best represented by
the dialectic model of relationships, which states that relationships arefborn
opposition rather than mutually benefit interaction (p. 450). A postmodern orientation
to understanding relationships posits that relationships are shaped by cootradicti
conflict, and competition (Holtzhausen, 2007, p. 365; Murphy, 2007) and are
constantly in flux (Stroh, 2007, p. 215; Botan & Taylor, 2004). Through the
dialectical model, scholars consider relationships in terms of the intedelat
oppositional forces and change pressures that are simultaneously present in a
relationship, including: autonomy and connection, novelty and predictability, and

closedness and openness (Hung, 2007, p. 450).

29



Relationship strategiesThe second concept in Broom et al.’s (1997; 2000)
framework is termed relationship “concepts” and features the propamtlegualities
of an organization-public exchange. Research in this area has considered the
strategies involved in building organization-stakeholder relationships. Gnuahig a
Huang (2000) renamed the category “maintenance strategies,” and édeinvi
symmetrical relational strategies: 1) positivity, 2) openness, 3) assgrahc
legitimacy, 4) organizational networking with the same groups with which itscpubl
network, and 5) shared tasks (p. 37). These symmetrical strategies are based on
research by Dozier, Grunig, and Grunig (1995) that suggests that relationship
strategies should help management and stakeholders negotiate conflicts, and should
also lead to organizational change toward and mutual benefit (p. 100). To this end,
symmetrical conflict resolution strategies include integrativeéegras (negotiation
for reconciliation of the interests of both parties), distributive stratégiagimizing
gains and minimizing losses), and dual concern strategies (collaborationieda m
motive game) (p. 38).

Relationship strategies are based on perceived quality of a relationship, and
Ledingham and Bruning have demonstrated the influence of relationshigissaia
relationship quality. In their study of the relationship between a telecoratioms
provider and its consumers, Ledingham and Bruning (2000b) assessed the influence
of stakeholder perceptions of trust, commitment, involvement, investment, and
openness. They discovered that “an organization must engage in behaviors that
benefit its publics as well as serving the interests of the organization”and th

“‘communication should be utilized to inform key publics about the organization’s
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behaviors” (p. 66). Their research also confirmed this orientation to relationships
influences loyalty and purchase behavior (p. 169) and has the potential to “offset
financial incentives offered by competing organizations” (p. 170).

Relationship outcomes and consequenEmally, organization-public
relationships are considered in terms of the consequences for the relationship
participants. Broom, et al. (1997, 2000) identified goal achievement and dependency
as relationship consequences. Huang (1997) and Grunig and Huang (2000, p. 42)
conceptualized consequences in terms of outcomes, and identified trust, control
mutuality (or the power balance and decision-making agreements in a rélgjpns
relational commitment, and relational satisfaction as primary outcomes.

Recent research has extended the understanding of these four relationship
outcomes. Trust has been considered as a key to legitimating relationships, and it
includes public perceptions of integrity, dependability, confidence and openness (Ki
& Hon, 2007, Scott, 2007, p. 263; Jo, et al., 2004, p. 17). Commitment is considered
as stakeholder dedication, loyalty, and resource investment (Scott, 2007, p. 263;
Bruning, Castle, & Schrepfer, 2004, p. 439; Heath, 2001). Control mutuality has been
considered as the level of involvement, control, and decision-making that each party
has in a relationship, and includes the elements of negotiation, reciprocitynaeflue
and constraints (Scott, 2007, p. 263; Ki & Hon, 2007; Heath, 2001). Finally,
satisfaction is defined as the overall assessment of a relationship,ngdioeli
interplay of costs, benefits, and expectations and performance (Scott, 2007, p. 264;

Jo, et al., 2004, p. 17).
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Whereas satisfaction is commonly listed as a separate elementt ahkeas
study has suggested that satisfaction may be a function of the positiveipascep
one or more of the other outcome variables (Kim & Chan-Olmsted, 2005).
Relationship consequences or outcomes appear to be a commonly studied relationship
element. Other studies have expanded the concepts of trust, commitment, control
mutuality, and satisfaction to include goal achievement, intimacy, digdibi
autonomy, mutual gratification, and reciprocity (Broom, et al., 2000, p. 16; Dimmick,
Bell, Burgiss, & Ragsdale, 2000, p. 132; Wilson, 2000, p. 137).

Overall, Grunig and Huang (2000) asserted that trust, commitment, control
mutuality, and satisfaction represent the success or failure of a rdigiions

We believe that organization-public relationships are likely to be considered

successful to ‘the degree that organization and publics trust one another, agree

on who has the rightful power to influence, experience satisfaction with each

other, and commit oneself to one another’ (pp. 42-43).

Relationship typesdung (2005; 2007) reviewed the literature on relationships
and discovered several types of organization-stakeholder relationships. Exploitat
relationships feature one party taking advantage of the other. Manipulative
relationships occur when an organization uses asymmetrical strategiftadnce its
publics. Contractual relationships are based on an agreement between the éso parti
Symbiotic relationships occur when the two parties recognize their ineerdepce
and work together. In covenantal relationships, the two parties work together for a
common good. In mutual communal relationships, each of the sides seeks to provide

benefit for and protect the welfare of the other.
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Hung (2007, p. 457; 2005, p. 411) tracked relationship types on a continuum
based on the relational parties’ self interests and concern for othersstisit&arting
with a focus on self-interest and progressing to concern for others, reigt®ons
progress from exploitive to manipulative, contractual, symbiotic, exchange,
covenantal, mutual communal, and finally one-sided communal. The win-win zone
between an organization and a public occurs in exchange relationships, covenantal
relationships, and mutual communal relationships (Hung, 2005, p. 411).

Hon and Grunig (1999) considered two types of relationships between an
organization and its publics: exchange relationships, or relationships based on
expectation of benefit or return, and communal relationships, or relationships based
on caring or concern for welfare, without promise of return. Hon and Grunig cited
research in psychology that has demonstrated that “most relationships begin as
exchange relationships and then develop into communal relationships as they mature”
(p. 22).

Relationship phase early research, Ledingham and Bruning (1998)
conceptualized relationship management as a two-step process in which o@aizati
1) identify constituencies with which to build a relationship and 2) communicate
organizational activities that build relationships (i.e. social responsililttgtives,
customer service, etc.) (p. 63). Ledingham and Bruning (1998) borrowed from
interpersonal perspectives, positing that organization-public relationshipswiére
the relationship is balanced with equal investment of trust, support and commitment

by both parties (p. 58).
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Ledingham (2000) has identified five stages for building relationships. The
relationship starts at the introductory phase, as organizations use communication to
engage publics in a relationship. Next, both sides of the relationship assess whethe
relationship of mutual benefit is possible (exploration phase). In the esgalatase,
both parties feel confident that that they that they understand the other’s needs
leading to the assimilating phase in which the parties agree on decision-making
structures. In the final phase—the fidelity phase—the public expresséy kg/¢he
organization commits to pursing public interests (pp. 44-45). Ledingham (2000)
similarly identified five phases for relationship collapse, beginning \wih t
contrasting phase in which stakeholders find dissonance between their pegspect
and those of the organization. In the spiraling phase, the frequency and quality of
communication declines, leading to the idling phase in which the relationship neither
progresses nor digresses, the evading phase, in which both parties avoid interaction,
and finally the discontinuance phase, in which the parties disband the relationship (p.
45).

The literature outlined in this section has considered the processes underlying
the development of an organization-stakeholder relationship. The following section

explores the scholarship on relationship influences.

Managing Relationship Influences

Up until this point, | have outlined the scholarship that explores the process
through which an organization-stakeholder relationship develops. Another stream of
literature explores the influences on relationship development and proposes direction

for practitioners to cultivate and manage effective relationships. Leahim@2003;
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2006) has proposed a “general theory of relationship management,” which serves as a
foundation for understanding relationship influences:

Effectively managing organizational-public relationships around common

interests and shared goals, over time, results in mutual understanding and

benefit for interacting organizations and publics (2006, p. 190).

In this theory, Ledingham asserts that relationships are influenced by an
organization’s ability to balance interests and ensure stakeholder benefit. Other
research also considers relationship management in this way. Bruning, @astl
Schrepfer (2004) defined relationship management as “the management of
organization-public relationships around common interests and goals” (p. 435).
Grunig, Grunig, and Dozier have argued that the two-way symmetrical model of
communication, which is the most effective model for building long-term
relationships (Dozier, Grunig, & Grunig, 1995, p. 99) is based on balancing the
organizational and stakeholder interests for a win-win situation through a steady
stream of public input (Grunig, Grunig, & Dozier, 2006, p. 55; Dozier, Grunig, &
Grunig, 1995, p. 99; Grunig & White, 1992, p. 39). Grunig (2006a, 2006b) has argued
that the most excellent communication creates mutually beneficiabrelaips, and
that identifying publics for relationship-cultivation is a central focus fdalipu
relations management.

The concept of mutual benefit has particular importance in relationship
management theory. Hon and Grunig (1999) argued that the most productive
relationships are based on mutual benefit—that is, relationships should “benefit both

parties in the relationship rather than the organization only” (p. 11). Bruning,
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DeMiglio, and Embly (2006) studied the concept of mutual benefit in relationships
and found evidence that it “provides competitive advantage, is influenced by
respondent organization-public relationship perceptions, and is an outcome that is
specific, measurable, and unique to public relations” (p. 38).

Relationship indicators?ublic relations scholarship has identified several
relationship dimensions that influence the quality of the relationship. Bruning and
Ledingham (2000a) demonstrated that five relationship dimensions—public
perceptions of trust, commitment, involvement, investment and research—"impact
the ways in which organization-public relationships are initiated, developed, and
maintained, and ultimately can engender loyalty toward the organization among key
publics” (p. 162). Research has demonstrated that these five dimensions, cut down
from an original 17 (Ledingham, Bruning, Thomlison, & Lesko, 1997), correlate with
stakeholder loyalty to and perceptions of an organization (Bruning, Dials, Shirka,
2008, p. 26; Bruning & Ledingham, 2000a, 200b; 1998; Ledingham & Bruning,
2000b; 1998).

Postmodern scholarship has also identified relationship-quality indicators that
inform strategy. For example, Hung (2007) used the dialectical principles of
contradiction, change, praxis, and totality to understand organization-public
relationships (p. 452). Contradiction represents the relational tensions of integration
and separation, stability and change, and expression and privacy. Praxis dtates tha
people are both “proactive in choosing their social behavior...and reactive to the

situations they encounter” (p. 452). Finally, totality considers relationships in t
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context of the rest of the world, and the influences of elements outside of the
individual parties of a relationship (Hung, 2007, p. 452).

Other relationship quality indicators include considerations of time and
duration. Ledingham, Bruning, and Wilson (1999) found that the length of time in a
relationship affects publics’ perspectives of relationship dimensions antyl@qyal
179) and suggested that building relationships requires a long-term orientation to
relationships. Furthermore, Ledingham, et al. (1999) found that relationships are
susceptible to termination in the early stages of the relationship, and thatoprerst
should nurture relationships early (p. 179).

Bruning, et al. (2004) explored the interaction between relationship indicators
and customer behavior. They discovered that anthropomorphism (giving human
gualities to an organization), personal commitment, and comparison of alternative
relationship opportunities correlate with customer loyalty (p. 442).

New communication technology has also been studied for its influence on
organization and stakeholder relationships. Kent, Taylor, and White (2003) contend
that new technology facilitates relationships, as websites enable otgarsza
communicate with stakeholders in a controlled way and make it possible for publics
to respond (p. 63). Kent and Taylor (2002) surmised that the Internet requires an
interpersonal orientation toward relationship management, including the skills of
listening, showing empathy, identifying common ground, and being able to
contextualize issues within local, national and international frameworks (p.1g&). T
argued the internet’s facilitation of “ongoing communication and relationships”

requires an emphasis on recognizing organization-stakeholder interdependence,

37



consulting and listening to stakeholders on matters that influence them, and
demonstrating empathy, willingness to enter into a relationship, and comm({ppe
24-25).

Measuring relationship quality and impacicholars have sought to quantify
relationship quality and the impact of relationships on organizational outcomes. Hon
and Grunig (1999) argued that most public relations evaluation has focused on
measuring the short-term outputs and outcomes of public relations initiatives, rat
than on measuring relationships (p. 6). They proposed that perceptions regarding an
organization’s long-term relationships with key constituencies would be mdasure
best by six relationship outcomes: control mutuality, trust, satisfaction, itoram,
exchange relationships, and communal relationships. They hypothesized that public
relations professionals add value to an organization when they develop communal
relationships with all stakeholders affected by organizational behaviors—not just
those who provide the organization something in return (p. 21).

Studies have supported Hon and Grunig’'s measurement indicators. Jo, Hon,
and Brunner (2004) used them to analyze university-student relationships, reporting
them to be effective for relationship measurement. They also discoveréadigihat
commitment, control mutuality, and satisfaction were closely related. treim
results, Jo, et al. (2004) proposed that relationships followed a sequenced structure in
which trust precedes and commitment follows relational satisfaction.

Research in public relations has also demonstrated that relationships provide
value for an organization. Huang (2001b) provided evidence that relational factors

including trust and control mutuality help reduce conflicts and generate atioper
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between stakeholders and organizations (p. 288). Yang and Grunig (2005, p. 321)
demonstrated that organization-stakeholder relationships influence corporate
reputation, discovering that active communication with an organization leads publics
to hold a favorable impression of the organization. Ledingham and Bruning (2000b)
asserted that their research demonstrated that relationships “may hefioergial
than price or product features in predicting consumer behavior” (p. 59). Grunig,
Grunig, and Dozier (2006, p. 35) have argued that organization-public relationships
allow organizations to anticipate issues, lessen conflict, and save money by
preempting the costly effects of organizational crisis. Kim and Lee (20063l fthat
favorable relationships positively influence perceptions of a crisisnliegse
perceived severity and organizational responsibility, making relationalgped
preventive strategy for crises (p. 22). Kim and Chan-Olmsted (2005) discovered tha
organization-public relationships are a good predictor of brand attitude and purchase
intention (p. 165). They also added to Hon and Grunig’s (1999) work, discovering
that only satisfaction directly leads to improved attitude and hypothesizintpé¢hat
others (trust, commitment, and control mutuality) lead to satisfaction (p. 164).

Relationship management onlif@mmunication technology presents
additional influences on relationships, and a new, emerging context for relationship
management. In fact, Hon and Grunig (1999) have argued that further research on
relationships should examine the influence of new media on public relations roles in
relationship management (p. 39).

New media, including blogs, podcasts, social networking sites (i.e. Facebook,

Twitter, etc.), forums and citizen media sites (i.e. Youtube) are a grdorncey
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defining the relationship-capacities of public relations practitionersh®&gmnd of

2006, over one-fifth of the top 100 websites were blogs (Marken, 2006/2007, p. 33).
A survey of Fortund. 00 company executives revealed that emphasis on the skill sets
associated with traditional media outlets is giving way to the influencexiall s

media and blogging (Rand & Rodriguez, 2007, p. 9). Surveys show that a majority of
public relations firms (84%) maintain blogs on behalf of their clients (Rand &
Rodriguez, 2007, p. 6). Research has suggested that social media are used for
relationship-building and cultivation (Kelleher & Miller, 2006, Vorvoreanu, 2006),

and that two-way dialogue is a standard for social media relations Rand

Rodriguez, 2007, p. 13, Marken, 2005, p. 33)

Research has shown that social media is reshaping public relations approaches
to organization-public relationships (Seltzer & Mitrook, 2007, p. 227) as
communication technology has afforded organizations a greater opportunity to reach
publics, and practitioners can play a more direct role in guiding the conversations
taking place about the organization (Porter, et al., 2007, p. 94). However, public
relations research is just beginning to evaluate the effects of socia are
organization-public relationships. Sweetser and Metzgar (2007) analyzee thie us
blogs as a relationship management tool for communicating during a crisisuaiad f
that six factors influenced relationship perceptions: conversational human voice,
relational commitment, task sharing, relationship quality, responsivendesiens
service, and positivity/optimism (p. 341). Of the six factors, the researchers
discovered that conversational human voice and responsiveness/customer service

were the most important dimensions for perceptions of relationship quality (p. 342).
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In summary, the previous section outlines the influences on relationship
management and quality. Public relations scholars propose that relationships shoul
be built on mutual benefit and that mutually-beneficial relationships require
interaction and balancing interests. Scholarship emphasizes interpersonattzggproa
like building on common interest, trust, listening, and others to manage organization-

stakeholder relationships, especially in relationship-management online.

Marketing

The previous section explored the perspectives on public relations as a
strategic relationship management function. The purpose of this section is to outline
the perspectives on marketing, and provide context for its roles and activitéesisis-
public relations in managing relationships. Marketing perspectives in this area
primarily comprise expert opinions from trade literature, and the concepis in t
section are representative of the ways the industry talks about marketing an
relationship management.

Marketing is considered the organizational function that is designed to
generate market intelligence about the needs of current and potentahersst
create product value for customers, and achieve competitive advantage (Aaker, 2008,
p. 120; Zahay, et al., 2004, p. 6). Marketing heads the strategic analysis of customers
competitors, and markets; develops business strategies around the value the firm
offers to its customers (the customer value proposition); leads the firowshy and
manages the corporate brand and product brands (Aaker, 2008, pp. 2-3). Marketing

identifies consumer trends and strategizes communication for sustainealyityfit
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and brand equity (Aaker, 2008, pp. 132-133; Schultz & Kitchen, 2004, p. 348; Keller,
2000; 1996, p. 128; Thorson & Moore, 1996, pp. 3-4).

This study considers three marketing activities to conceptualize the purposes
and processes of marketing: the marketing or promotional mix, branding, and
relationship marketing. Though the full array of marketing responsibitibes
beyond these three activities, | consider these relevant to this stodysdn an

organization’s communication functions and relationship-building.

The Marketing Mix

Marketing is commonly considered in terms of the marketing communications
mix or the promotional mix, and can be used either separately or together in an effort
to “create meaningful exchanges with potential customers” (Kitchen, 1999b, p. 13)
The marketing mix includes (Kitchen, 1999a):

e Advertising, or paid communication for the purpose of promotion,

Personal selling, or oral communication with the purpose of making a sale,

e Sales promotion, or incentives to encourage purchasing,

e Direct marketing, which is designed to induce a direct response from
customers,

e Publicity and public relations, or communication designed to stimulate
demand for a product or service through media relations and other
consumer communication (p. 24).

The use of marketing communications tools is influenced by consumer needs

and wants, product loyalties, competition, financial risk, and the drive for market-

share (Kitchen, 1999a, p. 33). Recent literature in marketing has focused on the
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importance of a customer-centric or market-orientation worldview, in whistomer
attitudes, preferences and perspectives define a firm’s external cooatmmi
(advertising, customer service, market research, product development, sales, and
promotion) because doing so generates competitive advantage and sustained
profitability (Dewhirst & Davis, 2005, p. 86; Rust, Zeithaml, & Lemon, 2004, p. 2;
Schultz & Kitchen, 2004, p. 349; Zahay, et al., 2004, p. 6).

Marketing practices are commonly designed for profitability, comypetit
advantage, and customer loyalty. Marketing communications management snvolve
assessing the strengths and weakness of the organization (and its cosypseitong
strategic priorities, creating corporate and product brands, analyzingelongeturn-

on-investment, and managing message distribution (Aaker, 2008).

Branding

Discussed as a process of associating salient characteristics aboutcs produ
service, or organization in the minds of consumers, branding is used for building
customer relationships and loyalty (Aaker, 2008, p. 161; Rust, et al., 2004, p. 4; Holt,
2003, p. 7; Keller, 2000; 1996, p. 109; Campbell, 2002, p. 208-209).

Keller (1996) defines the brand as a symbol, logo, or image that “identifies
and differentiates a product or service” (p. 103). The brand is considered one of the
most important elements of business strategy (Holt, 2003, p. 1) and includes several
concepts, including brand relevance, or customer desires for a brand clsti@acte
and the brand’s position within a individual’s purchasing consideration set (Aaker,
2008, p. 162); brand image, or the way consumers perceive an organization, its

products, services and behavior (Keller, 2003; 1996, p. 106); brand positioning, or the
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brand elements actively communicated by the organization (Aaker, 2008, p. 173;
Keller, 1996, p. 111); and brand identity, or the aspirational associations an
organization seeks to create mediated through direct consumer contact @reeeri
(Aaker, 2008, p. 168; Vos & Schoemaker, 2001).

The overall purpose of branding is to build brand equity—or “the marketing
effects uniquely attributable to the brand” (Keller, 1996, p. 105). An emerging focus
is on customer-based brand equity, which is “the differential effect thad bra
knowledge has on consumer response to the marketing of that brand” (Keller, 1996,
p. 105; see also Rust, et al., 2004; Campbell, 2002).

The brand is an actively managed entity, through the identification and
communication of brand associations designed to fulfill the needs of consumers
(Madhavaram, Badrinarayanan, & McDonald, 2005, p. 69-70; Holt, 2003, p. 4;
Campbell, 2002, p. 210-211; Keller, 2000, p. 7; Eagle, 1999, p. 58). Kitchen (1999b)
has argued that the underlying purpose of marketing communication is the creation
and management of the firm’s brand for the purpose of influencing buyer behavior (p.
8). Marketing communication creates and promotes the company’s brand symbols
and values that differentiate the company from a competitor (Aaker, 2008, p. 123;
Keller, 2003). In this way, practitioners seek to establish brand equity (Aaker, 2008,
pp. 157-158; Madhavaram, et al., 2005 p. 69; Keller, 2003, p.).

Keller (2003) emphasizes branding as a practice for instilling deep mental
processing, rather than simple logo design and image coordination. His branding
model, Customer-based Brand Equity (CBBE) is designed to achieve such menta

processing, leading to brand resonance, or the state in which a customer builds a
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loyalty-based relationship with the company and its products and services. €BBE i
defined as “the differential effect that brand knowledge has on consumer response to
the marketing of that brand” (Keller, 2003, p. 60) and recognizes that the essence of
the brand is born in consumer needs, wants and behaviors.

The theoretical claim of CBBE is that equity is created through high levels of
consumer awareness along with strong, favorable, and unique brand associations
(Keller, 2003, p. 87). Awareness consists of brand recognition and recall (the abili
to retrieve brand information in a purchase decision) (Keller, 2003, p. 67). Keller
argues that brand awareness and a positive brand image influence purchasing
decisions, and that strong brands appeal to both the head and the heart—they appeal
to a customer’s judgments and emotions (p. 59-60).

Keller (2003, 2000) combined the elements of brand equity into a pyramid
that illustrates the levels of consumer resonance with the brand identity. Fgshe
of the pyramid is brand salience, which is the level of awareness a consumer
maintains about a brand. Above salience are brand performance and brand imagery,
or how a brand meets customers’ physical and psychological needs, respectively.
Brand judgments (personal opinions) and brand feelings (emotional responses) come
next, leading to the highest level of CBBE, brand resonance or the connection
between the consumer and the brand. At this level, the consumer is actively involved
in a relationship with the brand, leading to brand loyalty and even brand advocacy

(2003, p. 76).
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Relationship Marketing

In the 1990s, marketing scholars proposed that to succeed in the global
marketplace of increasingly diverse interests and needs, organizationd teekdid
interrelated networks of cooperation built on trust (Morgan & Hunt, 1994; p. 20).
Recognition of diverse needs led to a paradigm shift in marketing, in which short-
term transaction-based relationships were replaced with attention on ongoing
relational exchanges that extend beyond a customer’s purchase becauseef ttre
ensure loyalty (Morgan & Hunt, 1994, p. 21; Zahay, et al., 2004, p. 7). In this way,
relationships are an emerging focus in marketing (Dewhirst & Davis, 2005, p. 86;
Madhavaram, et al., 2005, p. 71; Zahay, et al., 2004, p. 1; Cownie, 1999, p. 405;
Morgan & Hunt, 1994, p. 20), as marketers now try to “optimize individualized
communications and interactions with customers and prospects to develop a long-
term profitable relationship with them” (Kitchen & De Pelsmacker, 2004, p. 138).

The concept of relationships in marketing is built on the notion of exchange
(Duncan & Moriarty, 1998, p. 4; Kitchen, 1999b, p. 113), or as Aaker (2008)
explains, superior customer relationships are built on “experience that catteects
offering to the customer on a more involving and passionate level” (p. 144). Morgan
and Hunt (1994) argue that relationships can be grouped into relational exchanges
between varying organizational and public partners (p. 32). In this way, types of
market relationships include relational exchanges between manufacnder
suppliers and agencies and clients, strategic alliances, partnersh@stfbusiness
development, and relational exchanges between companies and customers,

employees, and departments (p. 21).
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Morgan and Hunt (1994) have proposed a model of marketing relationships—
termed the Key Mediating Variable model, in which trust and commitment are the
primary mediating variables between relationship precursors and outcmddbus,
constitute a marketing relationship (p. 22). Commitment, they theorize, comprises
parties’ dedication to a relationship due to expected outcomes and trust reflects
partners’ confidence in the others’ reliability to provide expected outcomes (p. 23).
Precursors to relational commitment and trust include: consideration of teaminat
costs and relationship benefits, recognition of common beliefs and shared values,
communication, and perceptions of opportunistic behavior of the other party (p. 23-
25). Morgan and Hunt (1994) also posit that relational outcomes include:
acquiescence and propensity to end a relationship (otherwise referreglttianal
stability), cooperation, functional conflict (or constructively working thfoug
problems) and reduction of decision-making uncertainty (p. 25-26).

Cownie (1999) has illustrated relationships as exchange on a continuum with
discrete, short-term relationships and a low expectancy of future interactina a
end, and on-going and highly personal relationships of trust and high expectancy of
future interaction at the other (p. 406). Along this continuum, relationships in
marketing move from transactions (at the low end) to long-term relationships,
strategic alliances, networks and vertical integration (at the high end) (p A&b@&)
(2008) characterizes the latter, advanced relational structures throuwgititmeof
customers as active partners in product design and distribution (p. 217).

Other research has also considered marketing relationships in stageshin whi

customers progress from first company contact to loyal company cust@iehen
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& De Pelsmacker, 2004). These stages include the acquisition stage, in which
marketers identify target customer groups, the customer growth stagecin whi
customers are encouraged to purchase more company products, the retentian stage, i
which marketers listen and respond to customer issues to engender customer loyalty
and finally the reacquisition stage, in which marketers seek to minimizners
defection (Kitchen & De Pelsmacker, 2004, p. 134).

The process by which marketers employ relationships to engender customer
loyalty is known as “relationship marketing.” Morgan and Hunt (1994) define
relationship marketing as: “all marketing activities directed towatabéishing,
developing, and maintaining successful relational exchanges” (p. 22). Kitchen and
De Pelsmacker (2004) define relationship marketing as “relationships, ketawat
interaction...aimed at establishing long-term win-win relationships wittomess”

(p- 124). Cownie (1999) argues that relationship marketing is company-customer
interaction designed to cultivate “effective, long-term, profitable, andiatiyt
rewarding relationships” (p. 416).

Relationship marketing represents a departure from traditional short-term
transaction marketing in favor of long-term efforts to engender loyaltyaaketers
seek to move customers up “the loyalty ladder” from first contact to partrteh@xi
& de Pelsmacker, 2004, p. 125). Though coordinated brand communication is often
used to manage this process (Kliatchko, 2005, p. 9; Keller, 2003; Duncan & Moriarty,
1998, p. 5), relationship marketing shifts focus from a one-way orientation to two-
way interactive communication (Cownie, 1999, p. 416; Eadie & Kitchen, 1999, p.

461).
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Relationship marketing principles include long-term win-win customer-
collaboration, interaction between both parties, collaboration, commitment,
dependency, personal contact, and customer trust (Kitchen & De Pelsmacker, 2004, p.
127). Morgan and Hunt (1994) theorized that trust and commitment “is central to
successful relationship marketing, not power and its ability to ‘condition’ St(gers
22).

Through relationship marketing, marketers “bring quality, customer gervic
and marketing into close alignment, leading to long-term and mutually bahefici
customer relationships” (De Pelsmacker, Geuens, & Van den Bergh, 2001, p. 340).
Relationship marketing is driven by customer satisfaction and retention, whdsh le
to new customer acquisition, and customer profitability, or the notion that the longer a
customer interacts with an organization, the more profitable the customer secome
(De Pelsmacker, Geuens, & Van den Bergh, 2001; p. 328; Duncan & Moriarty, 1998,
p. 10; Mentzer, 1995, p. 117). In this way, the value of relationship marketing is often
discussed in terms of lifetime customer value (Kitchen & De Pelsmadkat, B.

136).

Relationship marketing is also referred to as frequency marketing, dlerive
from the concept of frequent-flyer programs, and comprising efforts to “fgenti
maintain and increase the yield from Best Customers, through long-terraciivier
value-added relationships” (Barlow, 1995, p. 201). Frequency marketing programs
feature five common elements: a database for tracking customer aetisitycture

for customer relationship building, benefits to encourage customers to enter into a
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relationship with the organization, communication for customer interaction, and
program evaluation based on customer preferences (Barlow, 1995, p. 203).

Database management plays a critical part in relationship marketing.
Databases enable marketing to support a “customer-first” orientationylestenga
use databases to register each contact with customers, keep reguldr aodtaass
customize messages for large groups of customers (Kitchen & DedekbEm2004,
p. 133). In this way, relationship marketing is also purchase-oriented. Marketing
literature advocates segmenting publics into customer-characte(isti lifestyle,
age, and demographics), and product-related elements (i.e. user type, usage, and price
sensitivity), tracking buying behavior, enhancing customization, and persogaliz
service (Aaker, 2008; Cownie, 1999). Marketing literature also posits that through
relationship marketing, marketers engage in after-marketingtes to ensure added
value and quality for consumers even after the purchase has been made (Keller, 2003
pp. 245-246; Cownie, 1999; Eagle, 1999).

Overall, the purpose of marketing communications may be to ensure
competitive advantage and profitability through effective managementr&étimay
mix elements (i.e. advertising, publicity, direct selling, etc.), a custonemtation,

effective branding, and relationship marketing.

Public Relations and Marketing

Of the developments in the practice of public relations, integration and the
overlap of public relations and marketing continue to be debated, but little explored.
Marketing scholars have long recognized that public relations and marketihg, a

primary external communication functions of the organization, cover relates area
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(Kotler & Mindak, 2000, p. 351). Though operating separately, both seek to satisfy
stakeholder needs, and, to that end, while marketing incorporates public relations
publicity within the marketing mix, public relations seeks influence over matketi
and to serve as a watchdog to ensure that a company’s marketing praetices ar
socially responsible (Kotler & Mindak, 2000, p. 351). Whereas some recognize that
an investment in marketing and advertising is distinct from an investment in public
relations (Debreceny & Cochrane, 2004, p. 45), marketing scholars recognize a
blurring of the boundaries between the two functions, or as Kotler and Mindak (2000)
asked, “Where does marketing end and public relations begin?” (p. 351).
Kotler and Mindak (2000, p. 352) have proposed four “classes” of public
relations and marketing overlap in professional practice. Class One eet(pas
small nonprofit organizations like social service agencies) do not use eiticéoh
in a formal sense. Class Two enterprises maintain a formal and establigiied
relations function, but no marketing function (i.e. hospitals and colleges, which tend
to employ public relations officers for the gamut of communication needs). Class
Three organizations have a strong marketing orientation but a weak public relations
function (i.e. small manufacturing companies). Class Four organizations hang str
marketing and public relations departments, such as those in large Fsiune
corporations. In these latter organizations public relations and marketingpaate
independently and report to separate corporate officers, though in some cases, public
relations may be housed under marketing (Kotler & Mindak, 2000, p. 352).
Traditionally, public relations and marketing communications have occupied

relatively distinct roles from a marketing communications perspectivéepu
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relations addresses an assortment of groups using publicity or uncontrolled media
tools like press releases and annual reports while marketing addresses censume
distributors, and customers using paid-for media tools like advertising, personal
selling, and direct marketing (Gronstedt, 1996, p. 288).

Kotler and Mindak (2000) have recognized that the two seek potentially
incompatible goals, the one looking to make the company more market-oriented, the
other, more public-oriented (p. 355). Kotler and Mindak have developed five models
for understanding the relationship between marketing and public relations: Bteepar
but equal functions in which marketing serves customer needs and public relations
spurs corporate social responsibility; 2) equal but overlapping functions, in which the
two may be distinct, but they share some common goals and operate in similar
domains (i.e. product publicity and customer relations); 3) marketing as the dominant
function, 4) public relations as the dominant function; and 5) marketing and public
relations are the same function (p. 357).

Marketing perspectives of public relatioddarketing researchers separate
public relations into two functionanarketing public relations (MPR) and corporate
public relations (CPR) (Schultz & Kitchen, 2001; Gronstedt, 1996, p. 290; Hallahan,
1996, p. 307). Kitchen (1999a) explains that the distinction relies on the type of
public issues that the organization faces. In the corporate balancing adfitsf pr
consumer satisfaction, and public interest, the first two relate to marketing
communications (and MPR), while the latter is the responsibility of Cpubditaes
(p- 21). Under MPR, public relations supports marketing efforts through promotion,

publicity, and media relations (Hendrix, 2004; Keller, 2003, p. 321-322; Kitchen,
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1999a, p. 24, 1999b, p. 10; Kitchen & Papasolomou, 1999, p.344; Hallahan, 1996, p.
307; Thorson & Moore, 1996, p. 9) and is recognized as a tool for building awareness
and favorability at a fraction of the cost of advertising (Hendrix, 2004; Kitchen &
Papasolomou, 1999, p. 346-347; Gronstedt, 1996, p. 289; Miller & Rose, 1994). In
fact, Kotler has argued that public relations should be added to the four Ps of
marketing for its roles in attracting support of publics who may be blocking market
entry (like government, interest groups, and labor unions) (p. 289).

Under the heading of CPR, public relations is recognized as a public management
function for building favorable relationships between organizations and non-customer
publics (Duncan & Caywood, 1996, p. 23) because “non-marketing problems cannot
be solved by marketing” (Kitchen & Papasolomou, 1999, p. 344). Marketing scholars
value public relations as Cpublic relations for its consideration of all companggpubl
for building relationships rather than for traditional marketing purposes like
advertising and selling (Kitchen, Schultz, Kim, Han, & Li, 2004; Gronstedt, 2000, p.
17; Duncan & Moriarty, 1998; Duncan & Caywood, 1996, p. 23; Gronstedt, 1996,

p.289).

Integrated Communication

The maxim in professional communication is that to reach the heart and mind
of the consumer, one must integrate public relations and marketing, and therefore
protect the corporate reputation and the brand image (Debreceny & Cochrane, 2004,
p. 28). However, an understanding of this maxim is still based primarily on
definitions and concepts, and there is a need to explore the process of integrated

communication.
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Much of the research on integrated communication has emphasized opinions
of management on integration, especially the issues around coordinating
communication across traditional organizational and departmental barrierserKitc
Spickett-Jones, and Grimes (2007) interviewed senior executives at publenselati
and advertising agencies in the United Kingdom and found that though the concept of
integration is recognized, barriers to integration hinder the process and
implementation. Zahay, et al. (2004) argued that barriers to integratiomelisoe
sharing of customer-level data between different functional areas and decision
makers, which requires a cultural shift in organizational philosophies and structure
because most organizations fail to share this type of information (p. 4). Much of the
research discusses the turf battles involved in integration and scholars am@ue for
transition from silo-mentality to unified singularity (Liodice, 2008; Kitchet al.,

2007; Duncan & Everett, 2000). Perhaps for this reason, integrated communication
has been criticized as a management fad rather than a scholarly domain ¢€eamneli
& Lock, 2000).

The purpose of this section is to outline a framework for understanding the
process of integrated communication. This section includes integrated communicat
concepts and frameworks, and though much of the literature focuses on defining
integrated communication, it is my purpose here to outline the theories that seek to

explain how it works.
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Elements of Integration

The basis for exploring integration begins with an understanding of what is
integrated. The first official definition of integration came in 1989 when the
American Association of Advertising Agencies defined the phenomenon as:

“A concept of marketing communications planning that recognizes the added

value in a program that integrates a variety of strategic disciplieas.

general advertising, direct response, sales promotion and public relations —

and combines these disciplines to provide clarity, consistency and maximum

communication impact” (Kerr, et al., 2008, p. 515).
Though this definition is still widely used today (Kerr, et al., 2008), scholars have
added the concepts of branding (Madhavaram, et al., 2005; Schultz & Schultz, 1998,
cited in Kliatchko, 2005), information control for message resonance (Madhavaram,
et al., 2005; Keller, 1996), the integration of audiences (Reid, 2003; Schultz &
Kitchen, 1997; Schultz, 1996), and the interplay between channels, audiences, and
content (Kliatchko, 2008) to the definition. Kliatchko (2008) argues that an
appropriate definition of integration, based on literature, is:

“An audience-driven business process of strategically managing sta&ed)ol

content, channels, and results of brand communication programs.’ (p. 140).
| am now going to discuss four elements of Kliatchko’s definition: the iniegrat
stakeholders, content, channels, and results. These elements provide a framework
against which to explore the process of integrated communication.

Integrating stakeholder&err, et al. (2008) have explained that the emphasis

of stakeholders is a relatively new development in IMC research—schatzralty,
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emphasized customers and consumers as the main targets of integration but have
expanded to include all publics that a campaign may reach (p. 516). Research is
increasingly recognizing the importance of includatigstakeholders in integration
strategy (Gregory, 2007; Gronstedt, 2000).

Within integration, communication professionals seek to match strategy to
publics or stakeholders (Kliatchko, 2008, p. 145-147; Kim, et al., 2004, p. 33). Early
research by Duncan (1993) claimed that individuals “self-select and identify
themselves as being interested in a brand” (p. 18). Stakeholders are the foundation for
integration, because they are alreadggratedandintegrating.J. E. Grunig and L.

A. Grunig (1998) argued that integration should proceed from public needs, rather
than from communication objectives. Gronstedt (1996) also emphasized stakeholder
orientation, based on his claim that the groups that public relations and marketing
target are not mutually exclusive (i.e. an employee may also be a consumer or a
consumer may also be an opinion leader) (p. 292). In this way, integrated
communication addresses a merging stakeholder base and research on this level
emphasizes public and consumer relationships, rather than communication effects
(Kliatchko, 2008, p. 152; Madhavaram, et al., 2005, p. 72; Kitchen, et al., 2004, p.
1419).

Integrating contentThe purpose of integration is synergy, or the added value
of coordinating communication content that is greater than the sum of individual
communication parts (Kliatchko, 2008, p. 154; Stammerjohan, et al., 2005, p. 55;

Moriarty, 1996). Moriarty has suggested that message impact is created through
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synergy, which entails “linkages created in a receiver's mind as a resuissages
that connect” (p. 333). She further explains:

“Synergy suggests that an entire structure of messages—uwith its links and

repetition—creates impact beyond the power of any one message on its own

and this happens even in situations where there might be little attention paid to
conventional advertising...Communication synergy can be best maximized by
extending message encounters beyond the traditional advertising media into
every possible situation where a receiver might have contact with a message

from a company” (p. 333).

Moriarty argues that synergy’s impact is born in a cycle in which messagepts,
channels, and audience responses are connected and lead to “repeated units of
meaning over time [as] different channels and sources come together to create
coherent knowledge and attitudes” (p. 333).

Synergy is a fundamental concept in integrated communication literature.
Kliatchko (2008) reviewed the IMC literature and found that synergy has been a
research priority in IMC since 2000. Schultz (2005) has explained that research in
IMC explores:

“How various marketing and communication activities interact with each

other in the marketplace and how the various brand ‘touchpoints’ come

together to impact and influence consumers, customers, employees, channels,
the financial community, and the host of other stakeholders that are involved

in today’s marketplace success” (p. 7).
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Synergistic communication activities influence purchase decisions antblead
sustainable competitive advantage (Aaker, 2008, p. 125; Duncan & Caywood, 1996,
p. 14). The benefits of communication synergy are basis for integrated
communication scholars’ argument that organizations coordinate and synchronize
communication activities for a single organizational persona or voice (ti@atc
2005; Schultz & Kitchen, 2001; Duncan & Caywood, 1996, p. 15). Several scholars
argue that such coordination for synergy is born out of digital communication
technology that has given stakeholders increased access to a diversé array
organizational messages and behavior (Kliatchko, 2008, p. 148; Schultz & Kitchen,
2001; Kitchen, 1999b, pp. 12-13).

Integrated communication researchers emphasize the effects of message
synergy on groups and the benefit of synergy to organizations that integrate
communication (Madhavaram, et al., 2005; Moriarty, 1996; Schumann, Dyer, &
Petkus, 1996; Solomon & Englis, 1996). One of the main benefits of integrating
communication messages discussed by researchers is brand equity (Madhavar
2005; Campbell, 2002; Kliatchko, 2005; Debreceny & Cochrane, 2004; Kitchen &
Schultz, 2001; Keller, 1996, p. 128). Madhavaram (2005) even argues, “IMC
research has come a long way from being conceptualized as the coordination of
communication tools for a brand” and is now considered a critical driver for brand
equity through “an interaction-focused view of brand communication” (p. 70). In his
review of the literature, Kliatchko (2008) found that the emphasis on synergydn IM
research has been focused on branding and brand equity research. Kitchen, et al.

(2007) also discovered that integration is often considered for brand advantage,
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enabling organizations to extend their products and services beyond their cansipetit
because of the brand equity that IMC provides (p. 150).

Further, Kitchen et al. (2007) discuss the notion of integrated brand
communication, in which external and internal communication are coordinated and
based on the organization’s central brand (p. 154). In this structure, every department
and internal public “speak the brand language” in their interactions with customer
suppliers, and clients (p. 154). Research by Kerr, et al. (2008) confirms the holistic
effect of communicating brand messages, that integration recognizes#fi¢ die
coordinatingall messages, rather than only marketing messages (p. 516).

Integrating channelsThe integration of company communication across
multiple media or platforms for desired effect is a recognized emphasitC
scholarship (Stammerjohan, et al., 2005, p. 59). Media planning for synergy has been
of particular emphasis in research on integrated communication for IM&chse
(Kliatchko, 2008, p. 136).

Media fragmentation and communication technology are recognized driving
forces for integration (Kitchen, et al., 2007); and, to this point, Kitchen, et al. (2007)
conceptualize integration as a quick-response mechanism to the “diversfiel m
sector...widely varying consumers’ needs and tastes, and clients’ desilestop a
cost-efficient and effective marketing strategy” (p. 33). The coordimati
communication channels is considered another way to ensure synergy in the
management of various creative elements (Kitchen, et al., 2007, p. 156).

Integration of channels includes consideration of all company touch-points—

or access points in which an individual or group might come in contact with an
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organization or its products. Touch-point considerations are based on customer
preference for each channel (Kliatchko, 2008, pp. 149-150). That is, integration not
only involves using a diverse mix of media outlets, but usingah@ctmix of

media outlets. Kitchen et al (2007) found that the strength of the IMC concept among
agency executives existed in the ability and need to communicate with publics via
multiple ways and channels, and that singular marketing practices are ndh émoug
communicate with publics anymore (p. 157).

Integrating resultsintegration is said to emphasize a results-oriented
perspective on communication planning and evaluation. In Kliatchko’s (2008) review
of the literature, he asserts that organizational effectiveness and mearsiuaee key
components of integration (p. 151). Furthermore, Zahay, et al., (2004) argue that
integration is designed for enhanced performance and measurement of casti@mer
(pp- 6-7). Kliatchko (2008) indicates that the results of integration emphasize
measurement based on behavioral response rather than brand awareness or recall.
That is, measurement in integration emphasizes the evaluation of outcomes rather
than outputs (the message) or outtakes (the resulting change in attitude jtiggerce
(p. 142). IMC outcomes include consideration of long-term results, such as
relationship-building (Kerr, et al., 2008).

Liodice (2008) proposed that in addition to common objectives and strategies,
integration requires common measurement process. He suggests that mariketing m
modeling is one such process (p. 26). Through marketing mix modeling, also known
as econometric modeling, companies use sales to evaluate communicatioesctiviti

(Hughes, 2002). Using regression analysis and historical data (Doyle, 2004),
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marketing mix modeling enables companies to “estimate the impact marketing
activities are having on sales, and then build forecasts for future sets of promotiona
campaigns” (DemandGen, n.d.). This modeling process allows companies to decipher
which part of the communication mix is working, and which is not (Nardone, n.d.).
Modeling variables run the gamut from pricing decisions and packaging
considerations to the weather, economy, and even seasonality (Frances, 20Q5; Doyle
2004).

Marketing mix modeling is gaining interest among marketing decisiakens
(Hughes, 2002), and has been a large part of the marketing budget at Proctor &
Gamble (Neff, 2007), thanks to its “operating efficiency and unmatched clout as the
world's biggest marketer to massively outspend its rivals” (Neff, 2007, p. 1)t)n fac
marketing spending power is a key ingredient for modeling because “mogigiere
clients to invest large amounts of data and time” (Hughes, 2002, p. S4). For this
reason, some argue that modeling stands to benefit the biggest spenders in marketing
(DemandGen, n.d.). In fact, one analyst suggests a marketing budget of at least $10M

to even $50M for modeling to be efficient (DemandGen, n.d.).

Models of Integration

In spite of little theoretical development of the concept of integration
(Kliatchko, 2008, 2005; Schultz; 2005), some models of integration have been
proposed. In particular, models have been developed based on two aspects of
integration: 1) integration of communication tools and 2) structural or organizational

integration.
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Gronstedt (2000, p. 18, 1996, p. 289) has developed a model for
understanding integration based on the idea that public relations’ and marketing
communications’ tools and publics overlap. In his stakeholder relations model,
Gronstedt (1996, p. 291) combines each function’s sending, receiving, and interactive
tools into separate tool boxes that can be used to communicate with the full gamut of
organizational publics (i.e. employees, media, suppliers and distributors, cisstomer
etc.). For example, in the sending tools box, Gronstedt combines advertising, sales
promotion, and publicity (p. 298). In the receiving tools box, Gronstedt considers
both primary research methods (i.e. surveys, interviews, press clippingsnetc.) a
secondary data (i.e. journals, government records) (p. 296). Finally, interaclsre t
include e-mail, phone, alliances, and conferences, among others (p. 297). In
Gronstedt’'s model, organizations use these three communication tools to manage
relations with stakeholders, which represent an interrelated set of individugile
center of which is the customer. Each stakeholder group is attached to the custome
and each influences customer behavior (p. 292-293).

From a structural or organizational integration standpoint, some IMC scholars
have sought to conceptualize how integration happens on the corporate level.
Kliatchko (2008) has argued that integration is managed from the top down, and Kim,
et al. (2004) argue that organizational variables, such as degree of customer
segmentation, diffusion of information technology, size of organization, and client
demand influence integration. Schultz and Schultz (1998, as cited in Kliatchko, 2008)
propose four levels of integration, in which integration progresses from tactical

coordination to application of information technology, and eventually to strategic
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integration. In other words, integration is a procession from the integration oficonte
to channel integration and eventually stakeholder integration (Kliatchko, 2008).

Duncan and Caywood (1996, also Caywood, 1997) have built a model based
on research that outlines the stages of IMC implementation at an organizgtimrg ar
that integration begins as awareness of changing business landscapesiard the
respond leading to an integrated system (pp. 22-23). In stage two—image
integration—organizations begin by synchronizing the look and feel of the
organization, and in subsequent stages, the organizations advance through stages of
integration that are of increasing complexity (p. 25). Stage thregsyighctional
integration, or increased involvement of separate departments (p. 26). Stage four
features coordinated integration, in which the barriers to integration begin to
disappear as each function is considered with equal status (p. 27).

These first four stages of integration (or first three—Caywood [1997]
combines coordinated and functional integration into one level) are considered lower
levels of integration, because they represent one-way, outward processes and may not
consider stakeholder priorities. Caywood (1997) argues that more advanced levels of
integration “expand the range of audiences from customers to all stakeholders” and
consider stakeholder interactions and contact points with the organization (ppeface
xX). These “higher degrees” of integration include consumer-based integration, in
which customer touch-points are evaluated and communication activities planned
from the outside in (Duncan & Caywood, 1996; p. 29), stakeholder integration, in
which organizations assess how they relate to “a rich mix of individuals” (@adw

1997, preface, p. xxii), and relationship management integration, in which
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communication management converges around building relationships with a full
range of stakeholders and consumers (Duncan & Caywood, 1996, pp. 32-33).
Finally, throughout the development of integration, the benefits of
communication functions (i.e. advertising, corporate and marketing public relations,
direct marketing, etc.) are “weighed and balanced to create the bé&gpn#8), until
a fully integrated strategy incorporates each communication function emialthe
success of the corporate mission.
In sum, further theoretical development of integrating communication tools
and integrating organizational communication structures are under-examined in
professional practice. They represent fruitful structures from whichdbles$ an

understanding for integration from a practice perspective.

Integration Gaps: Relationships and Public Relations

A review of the literature reveals that there are two underlying gaps in
research on integration: 1) integration and relationship-building and 2) public
relations within integration.

Integrated relationshipdn spite of an underlying recognition that
relationships are important in communication integration (for example, Grgnstedt
1996; Duncan & Caywood, 1996), few research studies have explored relationship-
building and integration in practice.

Perhaps the most representative work has been conducted by Gronstedt
(1996). Gronstedt’'s stakeholder relations model emphasizes a dialogue approach in
which organizations and stakeholders build mutually beneficial relations, and the

notions of target audience, impact and campaign are replaced with relatiorsal term
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like networking, partnerships, and alliances. He recognizes that all stakelzotlers
interdependent, and, therefore, building sustainable relationships is vital. For
Gronstedt, relationships are an outgrowth of a successful integration:

“The integrated use of the receiving, interactive, and sending tools will

facilitate a dialogue in which the stakeholders are active, interaatide

equal participants of an ongoing communication process. The purpose of such

communication process is to build lasting relationships that...are treated as a

marriage, rather than a date” (p. 297).

Studies that have discussed relationship-building and integration consider
integrated communication a public relations concept. Kerr, et al. (2008) discovered
through an analysis of university courses, that relationship-building is not taught i
IMC programs, and speculated that it may be taught in public relations’ programs.
Similarly, Kliatchko (2008) argues that the concept of relationship building comes
from public relations, and that IMC notions of transactional relations, need toeassum
public relations’ standards of long-term relationship capacities. Siyniahay, et
al. (2004) argue that IMC requires a shift from traditional exchange-based arti close
link transaction relationships to a long-term relational exchange where otgarsza
view customers as assets and seek ongoing loyalty through a 360 degree view of
customer (pp. 4, 7).

The concept of customer and stakeholder relationship-building may be a new
direction in IMC research (Kerr, et al., 2008). Kitchen, et al. (2007) found that few
integrated structures enable agencies to effectively manage thaketw

relationships with clients and other service providers and pointed toward a need to
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improve relationship capacities in integration, and Schultz (2005) found in a review
of the research that future IMC studies should “focus on identifying the iiter®c
that IMC creates” (p. 7).

Overall, it is evident that the concept of relationship-building is
underdeveloped in research on integration. There is a need to explore how
organizations build relationships in an integrated structure.

Integrated public relationsT'he gap in understanding public relations in
communication integration differs from that of the relationship gap—reseatibtQ
has addressed public relations, but it considers public relations as a marketing
communications function, exploring its roles in media relations and publicity more
than it considers public relations as corporate public relations, public affairs, or
stakeholder-relations.

Studies have often considered public relations as a marketing communications
tool for IMC (Kerr, et al., 2008; Hallahan, 2007, 1996). For example, Lawler and
Torelle (2002) demonstrated how public relations was used to educate and excite a
market prior to the launch of a new Microsoft software operating system, thus
complementing marketing efforts and creating recognition for the corigpany
products.

Early research did conceptualize integrated public relations beyond marketing
communications and publicity (Caywood, 1997; Duncan & Caywood, 1996;
Gronstedt, 1996). Caywood (1997) argued that public relations would lead
organizations on management levels of integration, including the integration of

stakeholder relationships, structural integration, and societal integratifec@rp.
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xii). Under stakeholder relationship integration, public relations professiosals
their relational skills to build relationships with strategic stakeholdersrdmahee
organizational reputation, strengthening “the outside-in perspective of an atganiz
through its managed relationships” (p. xii). Under management integration, public
relations assumes a leadership role in the organization, in particular becadsise of i
acumen and expertise in managing communication. Through structural integration,
public relations becomes involved in other management functions, assuming a
leadership role over functions like marketing communications. Finally, undetadocie
integration, public relations leads the organization’s integration into s@sety
operational member of the society, matching corporate purposes with lspacadta
Some research has explored public relations beyond its marketing
communications roles, though it is often devoid of theoretical base or comprises
opinion-based arguments on how public relatsmsuldbe integrated. For example,
Debreceny and Cochrane (2004) have demonstrated how the insurance firm, Allstate,
integrated corporate public relations efforts with marketing communisatioring a
wildfire season in California. In order to enhance communication outreach and aid
people affected by the fires, Allstate assembled an integrated tegmmsiog
government relations, corporate relations, advertising, and customer communication,
plus agents, regional sales, and claims center professionals. Through the cross-
functional, Allstate set up mobile claims centers in highly-affecte® ace@ated a
California Wildfire Relief Fund to help aid recovery (which yielded media
opportunities), and used advertising to instruct consumers on how to be safe and

prepare for the post-fire environment.
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As mentioned above, such efforts like that of Debreceny and Cochrane (2004)
are valuable practice-based analyses, but they are devoid of theoreticatitmsda
Furthermore, opinion-based arguments seem to be the emphasis in the literature on
public relations and integration. In particular, several scholars argue that publi
relations is in strongest position to lead the integration process (Kitchedn,2607;
Grunig, et al., 2002; Caywood, 1997) because of the function’s focus on strategic
relationship management with all organizational stakeholders. Howeveriglzere
need to transcend opinion and establish a theoretical understanding for public
relations’ value and roles within integration, and in particular, its unique emphasis on
relationship cultivation. In particular, Caywood’s (1997) roles of public relations
(relationship integration, management integration, corporate structure tidegaad
societal integration) provide a theoretical foundation for exploring public relations

and integration.

Public Relations and Integration

Hallahan (2007) has reviewed the public relations literature on integration.
Citing articles and discussions from J. E. Grunig, L. A. Grunig, Dozier, Broom, and
others, Hallahan found that public relations scholars met the concept of integration
with resistance (p. 301-308). Many of the responses appeared to be opinion-based,
stemming from perceived differences between marketing and publionslati
philosophies (p. 301) and citing “unscrupulous marketing practices” (p. 305) and
marketing imperialism as threats to the profession of public relations (p. 301-302).
Arguments against integration of public relations and marketing also included

considerations that the two rely on different communication models (marketing being
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one-way, public relations, two-way) and the potential relegation of publicoredao
“an inferior technical role...divest[ing] public relations of any significant
administrative responsibilities” in an integrated model (p. 305).

Perspectives on public relations in an integrated communication structure
have been mixed. Hallahan (2007) reviewed the findings of the Excellence study—
which revealed that key characteristics of excellent communication kagrpublic
relations should operate as a single department, separate from marketing (p.t303). A
the same time, however, other research findings from the excellence lsbuebds
support for integration (Hallahan, 2007, p. 308). In their 2002 report of the
Excellence study, authors Grunig, Grunig, and Dozier (2002) found that practitioner
Excellence scores were above average when marketing and public relate@wsde
equal support and were treated as equal partners (cited in Hallahan, 2007 p. 308).
Additionally, they found no statistical difference in excellence scorexibas
department structure or integration of public relations and marketing (Hallahan, 2007,
p. 308). However, in that report, Grunig, Grunig, and Dozier called for integration of
all communication activities within the public relations department (Hailla?2@07,

p. 308).

It is apparent that research may be inconclusive on the roles of public relations
in integration. Hallahan (2007) ends his review of the literature with a similar
statement:

“The key empirical evidence provided is fragmentary, and hardly conclusive

to support the argument favoring a single public relations department or the

necessity to avoid sublimation by marketing” (p. 308).
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Hallahan then proposed three challenges facing public relations research in
integration: 1) a better definition of integrated communication, 2) considerattba of
theoretical convergence of public relations and integrated communication and
recognition of the similarities between the two disciplines, and 3) the need for
conceptualization of communication and department structures (p. 309-313).

One key point raised by Hallahan (2007) that informs this study involves the
concept of relationships:

“In light of the shared focus on relationship management found in the

literature, it is becoming increasingly necessary to understand tike|sar

between how public relations and marketing approach building and

maintaining relationships” (p. 317).

Literature Review and the Scope of this Study

Scholars have argued that the concept of relationships differentiates public
relations from other disciplines, especially marketing (Gower, 2006; Hutton, 1999).
The current study will explore public relations practice as a relationshipgeaent
function, and will use the concepts, dimensions, and indicators of organization-public
relationships reflected in public relations literature to distinguish pubiitors
within the context of integrated communication.

Literature reviews (Hung, 2007; Ki & Shin, 2006) have indicated that public
relations research has commonly explored relationships against Brabis €2000)
relationship outcomes and antecedents, as well as relationship indicatars)esutc
and dimensions spelled out by Grunig and Huang (2000), Hon and Grunig (1999),

and Ledingham and Bruning (1998; 2000a, 2000b). Following this precedent, the
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current study will use these perspectives on relationship antecedents, nmai@tena
strategies, and outcomes to conceptualize relationship management in pubicsrelat
and potentially distinguish it from relationship marketing. At the same tim#, |

also consider spontaneous and oppositional forces at play in relationship creation,
spelled out by Hung (2007).

This study will also evaluate public relations relationship strategeaastg
marketing strategies. Public relations emphasizes the values of communal
relationships, while marketing emphasizes exchange relationships built on
expectations and returns. Although this distinction is evident, the literature is
overlapping in discussion of these dimensions. This focus meets the aforementioned
call of Hallahan (2007) to understand the parallels between public relations and
marketing relationship-building (p. 317). In this way, this study will evalpabdic
relations relational activities against Grunig and Huang’s (2000) symmetrical
relationship strategies—positivity, openness, assurances of legitimetevorking,
and shared tasks—and relationship marketing’s concepts of exchange, expectati
and return (Kitchen & De Pelsmacker, 2004; Morgan & Hung, 1994) to differentiate
public relations relationship management in an integrated communication
environment.

Finally, this study seeks to answer Hallahan’s (2007) call to better define
integrated communication. To this end, | will use Kliatchko’s (2008) framework of
integration, including integrating content, channels, audiences, and resultd, as we
Caywood’s stages of integration to establish an understanding of integrated

communication in the organizations participating in this research.
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Research Questions

The following research questions have been developed based on the literature

to fulfill gaps in understanding of public relations and integration:

Research Question 1: How is the integration of communication defined, iooders

and implemented in organizations?

Under this question, | explored integration according to Klitachko’s (2008)
review of the literature and the four pillars of integration that he proposes: &htont
2) stakeholders, 3) channels, and 4) results. Under this question, | also evaluated
integrated communication against Gronstedt's (1996; 2000) model of stakeholder

relations, and Duncan and Caywood’s (1996) stages of integration.

Research Question 2: How is public relations and marketing diffehtiaider the

context of integration?

The literature review reveals a need to explore how public relations and
marketing are differentiated. Current perspectives label marketirty@ntesing,
sales, and branding, while public relations roles include MPR and CPR
considerations. Furthermore, this research question was designed to rebencile t
difference in perspectives between marketing and public relations soholpublic
relations. Marketing scholars may consider public relations as marlegithg
promotion, but public relations scholarship demonstrates a focus on strategic
relationship management. Caywood (1997) considers public relations roledinglea

integrated communication.
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Research Question 3: How do relationship models of public relations itetfatuie

help explain the public relations role in integration?

In this study, | explored public relations’ activities in building relationships
with organizational stakeholders against the concepts of relationship theory and
organization-public relationships outlined in the literature. The purpose of this
guestion was to evaluate whether integrated communication influences relationshi

management, based on the concepts proposed in public relations scholarship.

Research Question 4: Does the level of integration influence pelaions’
activities in strategic relationship management?
The purpose of this study is to assess whether scholars’ assumptions thatshtegrat
communication threatens public relations’ roles in strategic relationsmpgement
can be corroborated in research. To make this assessment, | compared ptibhes rela
roles and relationship management activities against both public relations and
marketing considerations of functional purpose and relationship management.

This research question assumes that strategic relationship managestent exi
to some extent, at the organizations | studied. It is my assumption that the goal of
communication at an organization is to establish some level of relationship with an
organization’s stakeholders. In the previous section, the literature in publionslati
demonstrates that building relationships with stakeholders is or should be the modus
operandi of public relations and communication management, and | approached this
research from that perspective, that strategic relationship managemedtestisul

for communication functions to fulfill its roles to the organization.
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In the section that follows, | outline the research methodology utilized to
answer these four research questions. This research involves a qualitatsteidyase
of multiple organizations that demonstrate varying levels of integration. The
following chapter explains the rationale for my choice of the qualitatitbadelogy
and case study method to inform this study and outlines the processes employed in

this research.
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Chapter 3. Methods

Qualitative research is the science of the observed (Lindlof, 1995). It is a
situated activity that locates the observer in a world and features integeictices
to make the world visible (Denzin & Lincoln, 2003). Qualitative researchers seek to
transform the world into a series of representations, studying phenomenatura
setting (Denzin & Lincoln, 2003). Qualitative methodology has been chosen for this
research project because of its appropriateness in clarifying tiaebrgying depth of
understanding in representing real life in natural settings, providing insight int
meaning and behavior within social structures, and solving problems in the social
world.

Qualitative research is one of the most appropriate methodologies for
clarifying theory, and is often used as a precursor to testing theory (Chegeb
Borisoff, 2007; Miles & Huberman, 1994). Coulon (1995) maintains that qualitative
research should precede quantitative research, allowing the researclaeify social
facts before measuring variables.

Qualitative research is an effective methodology for representihlifeaa
natural occurrences and achieving richness and depth (Denzin & Lincoln, 2003; Mile
& Huberman, 1994). One of the primary goals of qualitative research is t@ gathe
thick description in studying phenomena and events (Miles & Huberman, 1994) as
the qualitative researcher seeks to represent experience and presesssgsrota
natural setting (Cheseboro & Borisoff, 2007). Chambers (2003) argues that
gualitative research has evolved from studying groups or cultures to sttigging

processes that happen in human events—that a growing emphasis in qualitative
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research is exploring negotiation of behavior and structure in processes and
interactions. Such emphasis on thick description, experience, and depth in
understanding processes are unique strengths of qualitative researsh&Mile
Huberman, 1994).

My research purpose is to understand the complicated processes underlying
integration and public relations practice. Miles and Huberman (1994) explain that
gualitative research seeks to describe complicated things through reductiptaor e
complicated things by showing how the parts fit together according to rules and
standards. Evaluating public relations practice within integration reqbaes t
portray, represent, and explain the underlying rules that dictate how theatparts f
together.

Qualitative research emphasizes meaning and behavior in a socially-
constructed world (Cheseboro & Borisof, 2007; Lincoln & Guba, 2003; Miles &
Huberman, 1994). Qualitative researchers are not interested in numbers but in the
relationships between subjects and participants under study (Corbin & Strauss, 2008)

Qualitative methods require the researcher to explore situations and interpre
social facts to make sense of phenomena (Denzin & Lincoln, 2003). Choosing a
gualitative research methodology has the advantage of observing, interpreting, and
representing practitioner roles and processes that constitute publansefanhctions
within integration.

Finally, qualitative research is advantageous to me because it emphasizes
action and application; its underlying purpose to solve problems in the social world

(Cheseboro & Borisof, 2007). Research results should be pragmatic and hawe utilit
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for intended audiences (Cheseboro & Borisof, 2007; Kvale, 1995). Denzin (2003) has
argued that one of the commitments of qualitative researchers is to produce works

that represent participants’ worlds in a way that will effect change.

Assumptions

Through qualitative research, the researcher engages in three interconnected
activities. The researcher begins by approaching the world with a framewsekair
ideas defining the research situation, then specifies the questions thehesear
investigates, and finally, dictates the specific ways in which the okmragxplores
those questions (Denzin & Lincoln, 2003). My assumptions approaching this research
project were two-fold, that public relations processes can be observed and can also be
deciphered by gaining insights into participants’ verstehen or lived erperie
(Lindlof, 1995). In other words, | assumed that participants’ perspectives can
represent and reveal organizational processes. Lindlof (1995) maintains that human
consciousness orders the world, and inasmuch as | sought to evaluate public relations
within an integrated structure, this study considered the consciousness ofomerstiti
as a representation of integration.

At the same time, however, | also maintain the belief that participant
perspectives may not be complete, and may not directly link to organizational
processes. For this reason, this project employed multiple reseaxctiescti
including document analysis and observation.

Additionally, my assumptions about public relations and marketing informed
my research direction. The literature reveals differing concepts of palaicons:

marketing communications scholarship considers public relations as publicity,
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promotion, and marketing support; public relations scholarship often considers public
relations as stakeholder relationship cultivation.

My professional experiences in marketing communications also informed my
assumptions here. For seven years, | worked in marketing communications positions
managing communication and brand marketing strategies. In my work, | was
considered a marketing communications and public relations professional—the two
functions synonymous in their consideration. Positions | held considered marketing
and public relations as the same function.

My education in the public relations track at the University of Maryland’s
communication department included a conceptual contrast to my professional
experience—public relations and marketing as conceptually distinct. Insegrof, |
have sought to understand this conceptual separation. Research projects | have
conducted have studied practitioner differences in consideration of publiomelati
and marketing, measurement and evaluation of the two functions, and public relations
practice as marketing communications and brand management.

One thing | found common in both my professional experience and academic
education was the defining role of relationships. The publics with which | sought to
build relationships distinguished the roles | fulfilled—marketing relephasized
consumers, public relations emphasized media professionals, business allr@hces, a
government officials. Relationship management also appears to represemicti@hsti
between the two functions in academic literature—on the one hand, marketing

communications builds relationships of exchange and transaction, on the other, public
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relations emphasizes communal relationships (with both functional areas eximghasi
the importance of symmetry and mutual benefit).

Although my professional experiences and assumptions guided this research, |
sought to keep these biases in check. | recognize that my assumptions may have
influenced this research, but | was cognizant and sensitive to such biases, and

throughout the write-up of this study, | have sought to acknowledge them.

Research Design: Structure and Logic

In this study, | conducted multiple case studies to evaluate public relations
within an integrated communication context. My primary unit of analysis was
organizational units and departments, in part, because this represents a new and
underdeveloped unit for research in integration.

A majority of research has explored communication functions in integrated
structures based on the individual as the unit of analysis, and corresponding
practitioner opinions of integration and preferences within that context (Kitchen, et
al., 2007; Kitchen & Li, 2005). Schultz (2005) has argued that these traditional
approaches to understanding integration are inadequate and has called for a new
approach establishing “how IMC works, how it impacts the various parties, and how
it can be developed and maintained” (p. 7). In short, Schultz calls for an approach that
evaluates structure and function. Case study research fulfills this maasldte
facilitates the evaluation of structure and may be the most appropriatatielit
research method for analyzing the organization as the unit of analysis.

A case study is an empirical method of inquiry that investigates a

contemporary phenomenon within its real life context (Yin, 2003). Case study
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research is designed for exploring contextual conditions, includes consideration of
multiple sources of evidence and is useful in explicating phenomena when the
phenomena and the context are not clearly evident (Yin, 2003). Through case study
research, a researcher seeks to present a situation, problem or decisiotuateid si

context in an effort to present meaning and process, form and function.

Strengths and Limitations

Through case study research, the researcher uses a diverse setdft resear
methods and considers the full gamut of available evidence in a research setting,
which is a unique strength of the method (Yin, 2003). Case study research employs
different kinds of information gathering, including interviewing, observation, and
documentation content analysis, to provide a multiple-point perspective on a process
or event. Case study research is not limited to the need to observe processes as they
unfold, but rather, through document analysis and other methods, allows the
researcher to take into account activities that have already occurred (Yin, 2003)

This use of multiple methods or sources to investigate a problem is also
referred to as triangulation (Lindlof, 1995; Miles & Huberman, 1994). Triangulation
requires researchers to build the framework for a study on theoreticas @ad then
search for evidence using multiple methods (Erzberger & Kelle, 2003). Thisievas t
structure of my study, as each of case studies began with interviewihgy(estions
based on my theoretical propositions). | then triangulated the results with ddacume
analysis and observation.

Case studies can be used to explain, describe, illustrate, explore, and meta-

evaluate phenomena (Yin, 2003). The case study method also best answers empirical
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guestions like “how” and “why,” and helps researchers build an understanding of
theory, by seeking illustration that matches the theory. Case studscresea
commonly used in organizational settings (Yin, 2003). Case study research also
provides a holistic view of organizational processes, and helps describe underlying
structures in organizations.

The case study method is not without its limitations. First, cases do not permit
generalization across other research settings. Yin (2003) explainsisharin of
generalization—statistical generalization—is not appropriate i stasly research,
but rather, this method’s strength is in its analytical generalizationis lease
studies can be used to explore and evaluate theory, and the theoretical insigtts gaine
can be tested further. Another limitation of case study research is thathieqiven
to interviewer bias (Yin, 2003). As the researcher is immersed in the orgamzat
information and data, he or she can become too enthralled with the case organization
in question.

Case study research may also be limited by unreadable or long documents
(Yin, 2003). In order to produce a report that is readable, the data write-up in the
results section and interpretation in the conclusion section emphasize contribution t
theory and practice, as well as my purpose to provide thick description.

In consideration of these perspectives, | sought to overcome the limitations of
case study research by evaluating the practices studied against gabboseand
integrated communication theories contained in the literature. In this waykéd to
establish Yin’s (2003) notion of analytic generalizability, in which the rekearc

results can be used to evaluate current theory.
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Multiple-case method

This study involves a multiple-case study method. Yin (2003) argues that the
multiple-case method may have an advantage over single-case method because
evidence from a multiple-case study may be “more compelling” and therefore
considered “more robust” (p. 46). | chose to conduct a case study of multiple case
organizations to add confidence to my research findings.

Miles and Huberman (1994) claim that multiple-case sampling adds
confidence to the findings and enhances generalizability as it enablessidrehes to
look across multiple scenarios and settings. Similarly, Yin (2003) argued that
multiple-case studies follow “replication logic” that through more than one case,
results can be verified and transferred to other organizational scenad@s. (phe
replication logic | used for this study was Yin's concept of “theoretegalication,”
that is, multiple cases were used in order to “predict contrasting resytteébctable
reasons” (p. 47).

Yin also explains that the use of single- vs. multiple-cases involves
consideration of the types of cases under investigation. For example, if alresearc
investigating a rare or unusual case, a single-case study method epprogtriate.

Yin argued, “Every case should serve a specific purpose within the overalladcope
inquiry” (p. 47). | took this instruction into consideration when designing this study.
Because my purpose was to obtain insights from various types of organizational
communication structures, each case served the specific purpose of providing a
different level of integration for analysis. In this way, the single-ozstihod was

inappropriate for this study, and the multiple-case method was selected.
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Yin also argues that multiple-case studies may be a better option than single
case studies. “The first word of advice is that although all designs can lead to
successful case studies, when you have the choice (and resources), mutiple-cas
designs may be the preferred method” (p. 53). He further argued that sirgle-cas
designs are “vulnerable if only because you will have put ‘all your eggs in one
basket,” and multiple-case studies maintain analytic advantages oviercisg
designs (p. 53).

For this study, | used a multiple-case design comprising three forms of data
gathering: interviews, observation, and document analysis. These methods are

described here, including the advantages and disadvantages of each.

Interviews

Interviewing, as a form of information gathering, recognizes the creation of
meaning through conversation, and that knowledge is obtained through discourse
(Kvale, 1995). Interviews operate on the notion that the most direct way to
understand reality is to engage in conversation with participants (Fontana,& Frey
2003). Qualitative interviewing is the process of engaging an individual in dialogue
through a flexible, loosely structured, but purposeful conversation (Rubin & Rubin,
2005). Interviewing can be understood as a conversational partnership, in which both
the interviewer and the interviewee participate in the creation of raality
understanding. Rubin and Rubin (2005) term this conversational partnership “The
Responsive Interviewing Model,” and researchers who engage interviewses
create an atmosphere in which the interviewee feels open to talk about what he or she

deems important while, at the same time, the interview is organized around the
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researcher’s own purposes and motives. In this way, perhaps the most valuable
contribution of interviewing is the ability to derive meaning directly from the
participant through guided dialogue and interaction.

There are limitations with interviewing, however, as meaning may betimi
to the interviewee’s words, gestures, and other communication signals. With few
sources outside of the interaction with the interviewee to gather meaning about the
research topic—in this case, organizational processes—the researches lefay
vulnerable to the face value of the interviewee's verbal and non-verbal
communication.

Interviewing over the phone versus interviewing in person may also influence
and even limit research results. On the one hand, interviewing in person can be
uncomfortable for participants who may feel an interviewer may be invadingnaérs
space, especially if the interview is conducted at the interviewee’s officesidence.
Telephone interviewing provides a remedy to this concern, as phone conversations
may be less intrusive on a participant’s personal space. At the same tirsgehaav
telephone interview can be limiting because it separates the resdesahéhe
research participant, limiting the researcher’s ability to take into acgestires,
body language, and other non-verbal communication signals. Telephone interviews
may also be limiting because spending long amounts of time on the phone can be
uncomfortable and even undesirable for participants, especially those who niaty be
be using a “hands-free” device that enables them to listen and talk on the phone
without holding the receiver. Also, telephone interviewing can remove the participant

from a structured physical research setting, and in the privacy of apaartis office
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or home, he or she may “multi-task” during interviews (i.e. send emails, surf the
Internet, interact with others, etc.), causing a loss of concentration on tieesinter
itself, and inhibiting responses.

Analyzing verbal or non-verbal communication, alone, in an interview setting
as a representation of reality can be problematic (Silverman, 2003) and vitescti
behind the narratives gathered in an interview should be studied as well (i.e. daily
activities and experiences). This is especially important given that resparesoften
influenced by the novelty of participating in a research project (Denzin &lanc
2003), and participants may even enact the role of expert interviewee or good
participant and provide the researcher with the opinions the researcher may be
looking for (Rubin & Rubin, 2005). For this reason, Lindlof (1995) argues that a
researcher who engages in interviewing as a primary method must keep a ghessp on t
interviewee’s world and situate his or her responses in the context behind the

responses.

Observation

Observation is a form of information gathering that establishes meaning
through the witnessing of everyday occurrences and events (Coulon, 1995; Sanday,
1979). Observation relies on field notes (Emerson, Fretz, & Shaw, 1995) and on the
words used in a natural, uncontrolled setting by participants who are going about their
daily activities (Lynch, 2002).

Observation as a research method can be considered under two separate
headings, participant observation and direct observation (Yin, 2003). Participant

observation is based on the notion that enacting roles provides understanding and
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meaning through situated experience and lived context (Lindlof, 1995). Lindlof and
Taylor (2002) maintain that participant observation is the most effective method f
gathering meaning because it involves direct participation. In this wasggbarcher
becomes immersed in the experience and becomes the research instrument (Sanday
1979). Direct observation, on the other hand, involves collecting data on sources
within the research setting, but without becoming involved in the research process
Lindlof (1995) has argued that even the “fly on the wall” has a role, and
researchers must understand the range of actions, obligations, and involvements that
accompany their roles in a social system while observing. Observatisnmndligde
complete participant (where the researcher is a fully-functioningheeaof the
system), participant as observer (the researcher maintains his asdacherole but
has access to multiple perspectives), observer as participant (in whickppadn is
based on the research agenda and what the researcher seeks to observe), and complete
observer (in which the researcher observes without being present in the situation)

(Lindlof, 1995).

Document analysis

Through document analysis, a researcher collects and analyzes documentation
and archival records of a research subject (Yin, 2003). Documentation can include
external or internal material, including letters, memoranda and other rteria
external consumption as well as documents intended for internal or private asidience
like personal records and strategy documents (Yin, 2003). The types of documents

used in this study included power point presentations, organizational hierarchies,
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promotional and advertising material, newsletters, websites, preseseleweting
agenda, and strategy documents.

Yin (2003) argued that the most critical use of documents is to “corroborate
and augment evidence from other sources” (p. 87). The strengths of documentation as
a form of source evidence is that it can be reviewed repeatedly, is unobtrusive, is
precise and features exact references to details, and provides broad coverage of
events, settings, and timeframes (p. 86). Limitations cited by Yin (2003) include
issues of access and retrievability as well as bias. Selectivity makibged by
researcher bias, and if access is limited, it may provide an imparsplegére of the
research subject.

Another limitation of document analysis is misinterpretation. Documents, as
stand alone data, may be given to misinterpretation because they can be taken out of
context. A memo, instructional document, training manual, or other form of
organizational document may have had an effect or role in the organization that,
without the context, may be difficult for a researcher to ascertain. tindi@uments
under analysis may have a different effect than was intended or than what the
researcher may assume.

Documentation may also be inherently biased toward the organization, as
some documents may represent the organization’s “best work” (i.e. adveniseme
corporate strategy memos, etc.). With this in mind, conflicts and contrasts in
individual perspectives may not be evident. In fact, documents may not be accurate or
may represent a potential false standard, rather than current organizatityaFHe&a

example, a guide for conducting communication campaigns that highlights the
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organization’s preferred approach may not represent actual practice, age=aplo
may work based on their own preferences. Yin (2003) said that documents “may not
always be accurate and may not be lacking in bias” (p. 87).

Documents may also lack permanence and may not be representative of an
organization’s current reality. Documents may be either outdated or they may
represent perspectives that have yet to be implemented.

The research design of this study sought to compensate for the limitations of
documentation analysis. First, the multiple-case design employed hdogesem
insight from documents as well as interviews and observation to provide a holistic
view of the organization. | also discussed documents with interviewees to obtain

context and understanding.

Research Design: Sampling and Recruiting

In order to evaluate public relations in an integrated context, | conducted case
studies of three organizations that have a distinct public relations function and
demonstrate varying levels of integrated communication based on Duncan and
Caywood’s (1996) and Caywood’s (1997) framework. | used interviews, document
analysis, and observation as three sources of data collection. My sanmaliagyst
was based on Miles and Huberman's (1994) framework of appropriate sample
sources—that is, sampling as structured, purposive and theory-driven, and boundaries

for research.

88



Sampling framework

| recruited research participants based on the concept of theoretical sampling
which prescribes that researchers make sampling decisions regaminheg, péaces
and situations based on the theoretical concepts under study (Corbin & Strauss, 2008;
Starks & Trinidad, 2007; Glaser & Strauss, 1967). Using the concepts of theoretical
sampling, | identified and recruited participants at each organization who could

discuss as many categorical concepts as possible (Glaser & Strauss, 1967)

Recruiting sources

In order to maximize the number of organizations in my consideration set, |
used various sources for recruiting, including lists of organizations pattigjpwith
public relations institutes, societies, and associations like the Arthur PagtySihe
Institute for Public Relations, the Association for Education in Journalism ar&l Mas
Communication. | also worked through my network of public relations professionals
and agencies.

In conducting interviews, | sampled various levels of communication and
marketing practitioners, consistent with the themes of theoretical san(i@tnigin &
Strauss, 2008; Starks & Trinidad, 2007; Glaser & Strauss, 1967). Throughout my
research, | recruited varying levels of communication managers, direutdrs,
practitioners because | recognized that practitioners on different leveld e able
to contribute different perspectives of the process of integrating publionsla

Overall, my approach to sampling was based on the notion of saturation—that
is, continuous selection of interview participants, research settings, and goerces

organizational activities, events, meetings, and communication materialpexeged
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against the research reaching a saturation point, in which perspectives overlapped

enough that further research sources no longer offered new perspectives.

Data Collection

Prior to data collection, | secured approval from the university’s Institaiki
Review Board (IRB). The purpose of this approval is to ensure that the research
would not put me or my research participants at risk. IRB approval included a consent
form, which can be found in Appendix A. This form lists the conditions of the
research, which were explained to interviewees and which interviewe@seatce
prior to participating in the research. The form also discusses my eff@nsure
their confidentiality. Though each interviewee agreed to be tape recorded, |
committed to not reveal any individual or company names in the report. For this
reason, the results section features fictitious company names and inteviene
only referred to by a generic title.

Following IRB approval, I initiated contact with organizations through an
introductory email, explaining my research interests and requesting anurycid
conduct research with the organization. As incentive, | offered an analysishof e
organization’s communication, based on the results of this study. The introductory
letter and executive research summary | used can be found in Appendix B.

For each organization, | gathered several forms of data, through interviews,
document analysis, and observation. Table 3.1 outlines the data | gathered for this

study.
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Interviews

My primary method of gathering information was qualitative interviews. In

this study, | conducted a total of 31 interviews with public relations and

communication professionals. Participants included males and females witigvar

levels of responsibilities (from associate/technician to director and visielené

levels) and tenure at the organization. In this way, my interviews werenddgigbe

informant interviews (Lindlof, 1995) with individuals who were the most

knowledgeable about the research topic.

The interview process was based on Rubin and Rubin’s (2005) responsive

interviewing model and Lindlof's (1995) concept of the respondent interview.

Interviews were loosely structured based on an interview guide that directed

guestions but required open-ended responses.

Table 3.1
Data Source Case 1 Case 2 Case 3
Interviews 11 11 9
Observation 7 hours 7 hours 6 hours
Documents: | Website (1), Organization Network sites (6),
Web Sites Department Websites | Website (1), Blog/Fan sites (20)
(3), Online News Site | Media Website (1)| Twitter site,
(2), Intranet Portal
Event Website (1)
Documents: | Brand Promise Corporate Communication
Strategy Architecture, Governance Toolbox Document
Brand Strategy Write- | Brochure,
Up, Operational
Brand Strategy Framework
Brainstorm Session
Document,
Documents: | Branding Strategy Media Relations | Company Investor
Presentations | Presentation, Strategy Presentation,
Presentations (2),
Operating Group
Strategy
Documents: Operating Group
Organizationa gptructure
Hierarchy i
Documents: | Promotional material | Internal Newslettef Corporate
Other (5) Newsletter




The number of interviews | conducted was based on three factors. First, the
participants | recruited were communication executives, decision-makels,
professionals (in both public relations and marketing communications)—those that
would provide meanings about the communication processes at an organization. It
was my assumption that there were eight to 10 individuals, on average, at each
organization involved with the decisions of an organization’s communication
activities. | also interviewed communication practitioners to give me anothe
perspective of how integration and public relations work.

The other two considerations in my interview sample were availability and
saturation point. In each case study, | was at the will of the participaotbadtime
to be involved in this study. | also tried to pursue interviews with respondents until |
reached a satisfactory understanding of integration of public relations ih funiicer
interviews did not reveal new insights.

Interviews generally lasted between 45 to 75 minutes, and took take place at
the participants’ convenience, either over the phone or in person. In three indtances,
was only granted 30 minutes for an interview and in such instances, | used
observation and documentation to compensate for any missed perspectives.
Interviews were recorded, with participants’ permission, and transcribed oibe
transcriptions were completed professionally, though | personally traedsome
interviews as well. In all, | personally transcribed 8 of 31 interviews.

Though having transcriptions completed by someone else can be an efficient
way to complete a research project, it may also influence a researabiity to be

close to the data. To compensate for this potential limitation, | wrote field ante
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end notes following the interviews | conducted, and took notes on themes, directions,
issues, and non-verbal cues of each interview to enhance understanding of the
processes under study. | then reviewed the transcriptions three times, inclyding m
own field notes and observations in the margin of the transcriptions. In this way, | do
not believe that | sacrificed closeness with my research data foratesdticiency.

Rather, | took the steps described above to ensure closeness. Furthermaeg | beli
that while the transcription process does render a researcher close taflitésdat

the reading, re-reading, and analysis of the data, as well as the intéselkévwhat

enable a researcher to be close to the data. This is because the processes of
interviewing, reviewing transcripts, and analysis are based on understaniiieg, w
transcription can be done without much attention to meaning, and with more focus on
getting the words right.

Interviews were loosely structured and conversational, and were based on an
interview protocol that featured questions based on my research questions.
Interviewees were asked about the structure and processes of integrationrales the
of public relations and other communication functions within that context. | also
asked them to discuss the ways in which public relations is used to cultivate
relationships with stakeholders. My interview protocol, which can be found in
Appendix C, guided conversations, though subject matter and direction of interviews
depended on interviewee responses. The protocol | used was exhaustive, and featured
a number of topics and questions related to my research objectives. As such, the
document included, what | considered was every possible question | could ask a

respondent. Though I did not use every question, | began with the main questions
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(highlighted in bold font in Appendix C) and used other questions for probing and
follow-up as needed. In particular, | let respondents lead the direction of cororersat
under each bolded question, and in doing so, many times the respondents answered
guestions | had not asked. When | felt that | had reached a saturation point in
understanding under a bolded question, | moved on to the next bolded question.

Inasmuch as communication strategy and planning tends to be confidential, |
offered to keep individual names and programs confidential, and encouraged
participants to discuss issues in general, assuring confidentiality ofdéeiity and
that of the companies they discussed.

| also pre-tested my interview protocol on three personal contacts with
experience in public relations and integrated communication to ascertain ihggeani
of the questions were understood as intended. | read questions aloud and asked the
participants to provide brief responses, thus allowing me to evaluate the questions as
well as the flow of the interview protocol. | also used the pre-test to gather input
from interviewees about questions that may have been confusing or redundant and
revised the protocol based on their suggestions. Revisions to the research instrument
based on pre-tests were minimal and included minor changes on wording. | also
received a few suggestions to help make questions less “academic” and more

“practice-based.”

Observation
| also conducted six to seven hours of observation at each organization.
Observation experiences ranged from company meetings to training sesgions

forums. In one organization, | was granted the opportunity to conduct participant
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observation. | helped coordinate efforts for a company event, and was asked to
analyze online coverage of the event. | also helped conduct evaluation of the event.

In conducting observation, | followed the techniques proposed by Lindlof
(1995). In order to develop a heightened sensitivity to the participants, situations, and
activities, | made careful written observations of behaviors and objects|las we
conversations, discussions, and comments. | also used these experiences to help
corroborate my interviews, checking perspectives on meetings and otherlevents
attended.

Throughout this research, observation was the most difficult method to secure
among the organizations | studied. My efforts to secure opportunities to observe
processes, meetings, strategic sessions, and other events at each mmgarasat
often met with resistance because some feared that the information atessicty ror
event was too sensitive, and that | might reveal confidences that should not be shared
outside of the organization. In fact, in at least one meeting | attended, ttiegnee
facilitator prefaced the discussion by informing me that | was not to repdiie
ensuing discussion. At the same time, however, my research focused on processes
not on the specifics of the discussions, so this did not present a limitation. The
difficulty in securing opportunities to observe may have been more limiting, however,
and in my efforts, | assured management that | would pass everythingtecepior
through the supervisor or manager with whom | was working, and would only report
on the information that was approved by the organization. | also offered my services

as an unpaid intern. In the end, | was able to secure six to seven hours of observation
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at each organization, the information from which | used to corroborate the findings in

the interviews.

Document Analysis

In addition to interviews, | analyzed communication material from each
organization. Documents included both internal and external materials, including
outlines of organizational hierarchy, memos, presentations, websites, intteset si
direction sheets, newsletters and brochures, and company guidelines anebfieane
| also investigated third-party blogs and websites.

| used various sources to obtain documents. My priority was on getting
documents from research participants and participating organizations dipagilyg
interviews, | requested copies of any documents that participants mentioned, and |
also requested any additional documents that the participant deemed relelant or t
thought might represent or provide more context for interview responses. For
example, when interviewees in one case organization discussed challenges in the
process of writing and securing approval for press releases, | requasiesiaf both
the original press release and the final, approved-version of the press.rékdao
requested meeting agenda for each meeting | attended.

| also gathered documents on my own. | used organizational websites and
Google searches to find documents that would add context to my interviews and
observations. Common documents | obtained for analysis in this way included press
releases and promotional material as well as stakeholder perspectives of the

organization.
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Data Analysis

| followed Wolcott’'s (1994) framework of description, analysis, and interpoetanh

which | emphasized Wolcott's notion of “staying with the data” as | descriteed t
phenomenon, and then moved to identify systematic relationships and analyze how
public relations works within integration. My data analysis also refleciéesMand
Hubermans’ (1994) concept of social anthropology, in which my analysis emphasized
description of behavioral patterns—in this case, the description of the patterns of
public relations within integration.

Throughout my analysis, | followed Miles’ and Hubermans’ (1994) strategy
for analysis, primarily 1) identifying and matching codes and noting reflecyns
identifying relationships between processes and themes, isolatingnpaiber
elaborating on generalizations, and 3) pitting data against the theories of publi
relations as relationship cultivation and the theoretical concepts of integration.

In my data analysis efforts, | started with Miles’ and Huberman'’s frnaorie
for analysis (1994). They propose that prior to analysis, a list of codes should be
developed based on the literature and the research questions. | chose this method
because my intent was to evaluate integrated communication as a process, and the
role of public relations in that process, against the literature. However, in my data
found several areas that were not consistent with or were missing fronetatuti,
as themes emerged from the data through my interviewing, transcription, and re-
reading of the transcripts.

For this reason, | also used a grounded theory approach by keeping my

perspectives open to concepts outside the literature. Using both the structured
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perspectives of Miles and Huberman (1994) and the grounded theory approach by
Glaser and Strauss (1967), | started with the list of categories and cog@®bas
current theory and literature. In my first reading through the transcrngtdaa
sources, | noted reflections and summary codes, keeping in mind the list of codes but
not using them specifically. Rather, | summarized chunks of data and noted potential
inconsistencies with the current literature. After this first set of cotieggregated
all new themes into the original list of codes, highlighting the new themes that
emerged from the data. | did this for each case individually, so as to capture the
themes that related specifically to each case. | then coded eachiptarsog an
evolving code list of current themes and themes that related specifccaily data.

| then reviewed the transcripts a third time and aggregated all the relevant
codes under each research question, including the specific codes that wetedrafle
the literature, as well as the new codes that emerged from the data. roben w
vignettes under each research question, summarizing the insights together and noting
connections and patterns. After my analysis, | wrote summaries and otdlieash
case as a method of analysis, aggregating all the codes and ideas inrdggwibi
data for each individual case. | also approached analysis as a non-lircesspes
Miles and Huberman affirm (1994), recognizing that analysis and interprettion i
ongoing throughout the research process.

| also emphasized thick description and based my data decisions on my
research purposes and saturation or sufficiency (Wolcott, 1994). In this way, |
borrowed from the concepts of phenomenology as | studied conscious phenomena or

how things “show themselves,” searched for essential structures that nisy not
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observable, and analyzed the correlation between the object (public relations and
integration) and the appearance of that object (Sanders, 1982). Furthermore, in spite
of my assumptions, | worked to bracket my personal biases (i.e. that integrated
communication is an effective communication strategy and that public relations
should recognize its role in marketing and integration and build value for the @ractic

through that context).

Data Interpretation

Because this study emphasizes Wolcott’'s (1994) preference for descripti
over interpretation, | considered my role in interpretation from the perspettive
researcher as bricoleur.

Qualitative research situates an observer in the natural world and relies on the
researcher to piece together and interpret the representations to make me@ing of
lived experience of participants and the research subject (Denzin & Lincoln, 2003).
The notion of the bricoleur is most appropriate in this effort. The bricoleur is a
montage-maker, who pieces together evidence and source information to understand
the situation (Denzin & Lincoln, 2003). The bricoleur also reads widely, making him
or her knowledgeable for credible interpretation (Denzin & Lincoln, 2003). This
notion of researcher as bricoleur was especially appropriate for cageeseadrch as
| read widely within the context of each case and gathered informatiomitdtiple
sources to be able to piece together the elements that make up the collage that is
public relations in an integrated setting.

Miles and Huberman (1994) explain that interpretation, or the generating of

meaning, can come in various ways. A researcher can note patterns, visualize
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plausibility, build metaphors, partition variables and deal with relationships
abstractly, find intervening variables, and make theoretical coherenceafates

data. In this study, | tried to make theoretical sense of the research @atalugting
the data against the perspectives in the literature. In situations in whicht ¢he@ry
did not explain patterns, | considered data that fill in gaps in understanding, letting
new theoretical insights arise from the data naturally.

In my interpretation efforts, | sought to generalize “the story” of public
relations and integration, evaluating data against models that connect propositions,
specify relations, and predict patterns (Miles & Huberman, 1994). The process was
also reflexive. While | compared the data against themes in the ligsratuarote
memos and noted reflections, and spent time working out the complex processes |
studied at each organization. Even while | was away from the data, | workedthroug
connections in my head, and often found myself writing notes to myself in some of
the oddest locations and times—in planes, while driving (I would wait for a stop
light), and even in the middle of the night (on more than one occasion, | found myself
getting out of bed to note reflections). In this way, | learned the true meaning of
Miles’ and Hubermans’ claim that “we need to keep a box score along th€pvay”
86).

In short, | used data collection, analysis, and interpretation to evaluaiegract
against current theory, with a goal to assess the applicability of the comcts
literature. In situations in which the literature was not sufficient to expig data, |
combined my evaluative approach with a grounded approach, generating conclusions

and using the data as evidence.

100



Validity

Validity has been defined as the confirmation that a researcher is studying
what, indeed, he or she has set out to study (Gravetter & Forzano, 2006). This
perspective of validity requires that the data and the results represeatutesatf the
subject under study, and may also emphasize objectivity and accuracy intresearc

Notions of representative objectivity raise issues for qualitative rdmzarc
who question whether objectivity is relevant or even attainable (Wolcott, 1994;
Denzin & Lincoln, 2003; Denzin, 2003; Lincoln & Guba, 2003; Miles & Huberman,
1994). In fact, Wolcott (1994) argued that validity may not be relevant for qivaitat
researchers at all—rather the proper notion is that of understanding of the lived
experience of participants. Inherent in a qualitative researchess fgue
understanding, are the concepts of subjectivity, multiple and even contradicting
realities, and interpretation, rather than a single, objective truth (LidcGlaba,
2003).

Still, validity in terms of accuracy is valued in qualitative researchursoy
is born in the idea that credible qualitative research requires skilled tesmarc
(Rubin & Rubin, 2005; Lindlof & Taylor, 2002; Lindlof, 1995) to accurately
represent the contextually situated and socially created experiemeeresearch
participants, or the "plausible” meaning (Miles & Huberman, 1994) repessanthe
context and experience of research participants or a subject. To this point, Kvale
(1995) has argued that validity in qualitative research requires confirmation that

research methods are accurate, and that results are representativessatwh’'s
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subject or participant experience. In this study, | used Kvale’s (1995)dbineepts
of validity: craftsmanship validity, communicative validity, and pragmadidity.
Craftsmanship validityCraftsmanship validity is born in the research design,
and requires that the researcher and the method are continuously checked far rigor. |
this way, validity depends on the quality of the researcher and the resedihcid m
Miles and Huberman (1994) explain that a researcher must have familiarity,
conceptual interests, and good investigative skills. In fulfilling this starafard
craftsmanship validity, | developed a flexible interview guide based on theptsnc
of the literature. | also tested my interview protocol with professionalssuare it
was fluid and easy to follow. During the interview, | also sought to be a skilled
investigator by using active listening, taking notes on responses, and following-up on
issues that the interviewees seemed to consider important. With regardsvtevinter
guestions, | also used pauses to allow participants to think and respond, | asked
“how” and “why” questions to encourage detailed responses, and | tried to
demonstrate good verbal and non-verbal communication signals.
Another way to ensure craftsmanship validity may be to build research around
other established research (Hodder, 2003). The preliminary theories | usetldrom t
literature served as a guide for the development of my research protocol, @ed hel
me seek information, carry out analysis, and make interpretations. At the sank ti
paid attention to any divergences in the data from the theories | started with.
Communicative validitydnder Kvale's (1995) concept of communicative
validity, Kvale instructs that the establishment of knowledge claims isvachie

through discourse. Though this form of validity is most appropriate in a research

102



project that emphasizes the individual as the unit of analysis, discussion and discourse
is also important for uncovering underlying processes, and especially, origanaizat
cultural variables that may influence public relations’ role in integratismgdXhis
level of validity, | explored the social creation of reality through intersiand
observation of discussions at organizations.

Validity has often been defined as confirmation of interpretations (Hodder,
2003; Miles & Huberman, 1994). This confirmation also extends to the confirmation
of findings through theoretical fit (Hodder, 2003; Yin, 2003; Glaser & Strauss, 1967).
In this study, | designed the research around theoretical fit by usirenttiveories
for understanding public relations and integration, and modeling my research protocol
around those theories.

Pragmatic validity | also believe that my research has pragmatic validity, or a
beneficial effect on relevant audiences. Applicability of models or treedaeeloped
in a study is critical for validity (Corbin & Strauss, 2008; Richardson, 2003). In
evaluating public relations’ roles in integration, my purpose was to build
understanding that would help professionals navigate the integrated environment, and
also give them best practice perspectives to effectively manage miations.
Finally, 1 used the concept of saturation—or reaching a point of data collection in
which further data replicates and does not add to existing data—to ensure validity.

Reliability. In addition to the notion of validity, reliability is also a gauge by
which the quality and accuracy of research is judged. Reliability can bedla8ribe
consistency in research findings between researchers, or that a studyieiouide

same results regardless of the researcher who conducts the studytéG&avet
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Forzano, 2006). Reliability has been debated as inappropriate for qualitateeese
(Wolcott, 1994), primarily because of the role of the researcher in influeti@ng
data collection, analysis, and interpretation. Some have even affirmed gsathes
data may not exist without the intervention of a researcher (Angrosino & déays
Pérez, 2003; Wolcott, 1994). Though | expect that certain consistencies would be
discovered in this research regardless of the researcher who conducts the study,
affirm that reliability is not appropriate in this research and | recognyzmevitable
influence on the data collection, analysis, and interpretation. | have einiraed

that | have kept my biases in check in the research project, but at the sams time, a
researcher of this study, my own perspectives had an inevitable influence on the
design of this study, and it is likely that another researcher, with different
perspectives and approaches, might report different findings. At the saéhem
research results in this study represent a plausible explanation and evaluation of
public relations’ roles in integrated communication, which | affirm with &u'ttl

(1994) is a value of qualitative research.

In sum, this section has outlined my qualitative approach to this research
project, and has included the concept and process of the case study method. In the
following chapter, | detail the results for each of the four research quesdtions
writing the research results section, emphasize thick description and have sought t
explain the process of public relations practice, integrated communication, and

relationship management in practitioners’ own words.
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Chapter 4: Results

The purpose of this chapter is to describe the research findings and to offer my
interpretation of the integrated communication structure, processes, and
communication roles inherent in each organization. This chapter is divided by case,
and in each section | outline the research results for each organizatioms€lernc

this chapter are further structured by research question.

Case 1: Park University — A State-funded Institution

Park University is a state-funded, public university in the eastern part of the
United States. Started as an agricultural college over 150 years ago, thsitynse
top public institution, and boasts 29 programs inUBeNews and World Repddp
10, and 86 in the top 25.

Considered the college of choice for state residents, Park Universityamsint
strengths in both teaching and research, as indicated by interviews, promotional
material, and the university’s website. The university grants baccakauegtees,
master’s degrees, doctoral degrees, and professional degrees andtoamsfitn
total, the university employs over 3,000 faculty members and offers more than 100
majors to its more than 25,000 undergraduate students and almost 10,000 graduate
students. Additionally, Park University is an accredited member of the Aseoauti
American Universities (AAU). The university’s faculty and students laaheeved
national and international renown for research and scholarship as well asipnaless

accomplishments.

! The university’s name has been changed to maintaifidentiality and anonymity.
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Park University is separated into colleges, schools, departments, and academic
programs. Interviews and documentation show that colleges and schools operate as
separate, autonomous entities in their recruitment, fundraising, and comnwmicati
efforts, though each unit reports to the university’s governing body. As separate
entities, colleges and schools also maintain their own administrative staff.
Additionally, each college and school maintains its own national ranking, separate
from the university itself.

The university comprises several levels of communication. The central
department for communication is the university relations department, which works
across campus to publicize the university’s colleges, schools, departments and
programs, and also manages university communication, marketing, and publications.
Within university relations are three departments: university communicatubinsh
facilitates media coverage for the university, marketing, which leads brasfionts,
and publications, which produces and distributes the campus’ main newsletters and
magazines. The university relations department also directs the instgutiebsite.

The chief marketing officer of university relations reports directlthe university
president’s cabinet.

Outside of university relations, each college and school maintains its own
communication function. Communication capacities across campus vary, according t
interviews and strategy documents. Some colleges feature a full staff of
communication professionals, including marketers and public relations professional
but in others, marketing, public relations and other communication roles are handled

by one person. Additionally, the university also maintains other communication
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departments, including campus recruitment and alumni relations, information
technology, campus security, and the athletic program’s media relations. Thes
departments also operate separately from the campus’ central univelegityns.
The following sections feature a description and analysis of Park University’
integrated communication, public relations, and strategic relationship mastyem

based on the four research questions.

RQ 1: How is the integration of communication defined, understood, and

implemented in organizations?

Park University’s communication functions operate separately, resembling
autonomous units, according to interviews, observation, and communication material.
Whereas university relations serves as the central communication depdaintieat
university, colleges across campus maintain separate communication degrtment
and coordination between functions and departments may be sporadic, at best. The
university has recently begun an effort to integrate communication acrassntpes,
led by university relations and, specifically, the chief marketingeffithese efforts
were best reflected in the multiple strategy meetings | observed. Tatest
integrated communication across campus, university relations has gathagets ins
from internal and external stakeholders to create a central brand prontise f
university. These insights, along with the university’s recently releasggkten
strategic plan, form the foundation of the university’s integration efforts.

Integration Concepts
In what discussants referred to as the early stages of integration, comcepts a

definitions dominated the process, as university relations attempts to promote
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integration across campus and spell out what it can and should mean for the
university. This theme was consistent in both interviews, as well as meetings and
communication strategy documents. Concepts are based on the notions of branding
and message alignment. Obstacles to integration include possible theatsimmy
and earning buy-in from communicators across campus.

Branding.The university’s brand is the central organizing concept for
integration at Park University. Branding, which some described as gigtayyaa
“Park spin,” is also described as a “corporate model,” rather than an academic one
and “a new process” that communicators have not been a part of. The chiefmgarketi
officer, who is leading the branding effort, however, explained its importance i
academia, “Ultimately, how do we ensure that Park is a strong brand? And lgy stron
brand, | mean, why would Park be the school of choice for a specific student, funding
agency, or business partnerships?”

Branding may be underdeveloped at the university. “I'm not sure the
University’'s brand is there,” said the director of communication at the uriwsrsi
office of information technology. “I mean, if you talk about the general brand—I'm
not sure | could articulate it...and I think that's why university marketimg asbig
endeavor to look at the brand and reshape it.” University marketing professionals
admit they “haven’t looked at marketing in terms of the brand as much as wed.5houl
This notion that the central university brand is underdeveloped was also reftected i
meetings and communication material, which featured inconsistencies from one

department or school to another.
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Integrating all colleges and schools under one university brand may also raise
concerns, especially to units whose national rank exceeds that of the univéesity. T
head of communication for the engineering school worried about the effect of
alignment under a brand with a lower ranking than the engineering school. For the
business school, marketing professionals said they “do not envision ever not doing a
separate brand,” because the university’s values aren’t “consistent withet¢hat
we think relate to our special stakeholders,” as one respondent explained. In
particular, the university’s “party school” reputation poses a problem to depéstme
that are trying to maintain an image of academic rigor.

Part of the branding work might entail changing the university’s culture. One
marketing executive said, “I think [the university] has typically been sgogd and
they don't like to look at and encourage [branding]—people say they don’t market an
institution of higher education.” This concern over the insularity of departments was
consistent throughout interviews and meetings, and university communications staff
at town hall meetings often questioned whether large departments with afff sta
media professionals would “fall in line.”

Control. For others, integration represents a loss of autonomy. Department
communicators said they prefer to be in control of the look and feel of
communication material. They also worried about losing ownership of school or
college alumni—and the funds that accompany those alumni—to a process that might
put the attention on the university, rather than the department or school. One

communication director said, “We look at it as, ‘You're taking our guys!’ |
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understand that it has to happen, it's going to happen...but do it in a way that the
relationship with [our] school is still retained.”

On the other hand, university communications staff consider control a benefit.
Many central university communicators struggle with the gamut oftingmacross
campus that stretch them in multiple, unrelated directions, and more than one
respondent said integration will provide a framework for prioritizing facufjyests.

“I think we’re going to be working more strategically and more focusedj’aee
respondent.

In spite of reservations, the chief marketing officer sees promise in
communication integration, as reflected in his instruction at strategyngeelin one
meeting he said, “We have a community of 50,000 people, and if we're all behind the
brand promise and this integration, the power that we would have would just be
tremendous.”

Implementing Integration

The university has only recently begun to integrate its communication efforts,
as levels of coordination appear to be limited and communication across campus is
decentralized. Current integration initiatives are based on an awarenesaegdite
integrate, and feature varying levels of message coordination and crogsaeapeal
collaboration.

Decentralized communicatiofiThis university has traditionally been very
happy being very diffuse and everybody gets to do their own thing.” This remark by a
director of media relations for the university describes the current statiegfation

at Park University. Communicators on campus indicated a preference for autonomy
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from central university communications efforts, with the caveat that heeldn’t be
out like renegades doing our own thing.” This theme of decentralization was also
evident in communication material and in discussions at strategy meetings.

At best, coordination across campus is on an as-needed basis, for major
initiatives. The office of information technology (OIT) communication direchad s
she integrates communication with university relations on major media relations
efforts, including press releases with campus-wide significance, braadcast and
print inquiries, and technology-related crisis communication situations.

Though units may not be integrated across campus, separately, units tend to
coordinate communication within the school or college of which the may be a part.
For example, interviews and documentation reveal that the largest schoommaint
full staffs of public relations and marketing professionals, and efforts to atéegr
communication in those schools are ongoing. University relations is also iatkgrat
media relations, marketing, and publications work together to publicize the umyiversit
and each division reports into the vice president of university relations, who reports to
the university president.

Integrated awarenes3hough communication may be decentralized at Park
University, communicators are beginning to recognize a need to “look for
opportunities to explain what we do much more effectively, particularly irstohe
economic shortfall,” as one director said. Other respondents indicated a ne&é to “ta
more control over how things are done,” and that “the desire to be fully-integrated is

strong because if we are fully integrated, and on message, everybodysbenefit
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Integration may also represent a response to an apparent gap in university-
student relationships. Research has revealed that “student perceptions da&ihot mat
up with reality” at the university, according to one university study, and stuéeiats t
to have higher expectations than the actual experience the university lgeamts t
This concern over student expectations was consistent in interviews as well as
meetings.

Integrated communication represents a departure from the status quo. For one,
the university hired a new vice president of marketing with extensive emperie
managing corporate brands for major, billion-dollar companies. The newly hired vice
president, who promptly changed his own title to chief marketing officer, tdkde
effort to integrate all communication activities across the campus, and areat
university-wide brand.

A promising brandIntegrated communication at the university is a marketing
initiative, as efforts are led by university marketing and the priority is amdomg.

The notion of creating a central brand may not be a new one, as the university and its
units have developed branding initiatives in the past, according to interviews and
communication material. However, previous efforts to create a brand for tlee ent
university have either lacked acceptance across the campus, or have been too
department-specific to take in the range of identities and communicationiestivi

across the campus. For example, communication material surrounding theaaostt re
brand initiative revolved around the university’s mascot, and respondents complained
that a sports-themed brand is difficult to apply to the gamut of communication needs

across campus.
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Current efforts focus on developing a brand promise that unifies campus
capabilities, differentiates the university from competitors, and geaj@ectations
about the type of experience that university stakeholders can expect. “A brand is a
promise of an experience,” the executive vice president of marketinggtrate
instructed at a town hall meeting. The brand is “more than an ad, TV spot or
brochure,” she continued. Rather, it's a “declaration of what your organization stands
for...so that people know what they’re getting when they come to the university.”

According to meetings and strategy documents, the brand promise features
multiple pillars meant to serve as a framework for executing all uitiv@ngiatives.

Still under development, these pillars include considerations of stakeholder value,
research impact, and the global reach of the university. Efforts to solidsy piéars
involve gathering insights from internal stakeholders (i.e. deans, communicators
etc.), as reflected in surveys, town hall forums, and strategy meetings.

The brand promise is designed to infiltrate everything the university does and
requires an awareness of the “thousands of experiences [and] touch points a student
goes through,” including recruiting, admissions, financial aid, orientation, and eve
“your first class to your last class at school,” the chief marketingesfSaid. He
further explained that touch points include any access point between the university
and a student in which the student can form an impression of the university based on
his or her experience at that moment.

Images and messagéstegrating messaging and imaging at the university
involves using university colors, logos, and taglines, though it may also entail fitting

campus news into the “bigger picture” of the university, as some discussedg®lessa
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and image integration are baseline considerations for integration, and they entail
synchronizing images, “ensuring that our message is clear across vaatboisd,”
and that “the way we talk about the University is consistent,” communicators said.
This was also evident in communication material.

Integrated communication may even involve making communications look
identical. One marketing director said:

“Integration means that when you have a mailer for a speaker series and a

website for a speaker series, and an ad for a speaker series, they should all

look the same. They should have the same message. They should look
identical.”

Image consistency is recognized as a baseline level of integration. One
respondent who leads marketing communications at the business school said, “We’re
not very integrated yet. We’ve got the colors. We've got the logo. And that®nit.”
analysis of communication material shows that university colors and logosed
somewhat consistently, with some variation. One of the major areas of concern has
been school and college websites. Though each unit maintains its own website as a
sub-domain of Park University’s site, an analysis of department websites gtraiw
images and colors are inconsistent. University relations associatelsasadée of
their biggest initiatives is to ensure that everyone uses the same designrfo
department sites. The executive director of marketing strategy eag@)&if you go
down deeper into some of these pages, they all look very different, and it's very
wrong. So, we've been really pushing...the web wrap. It's a simple wrap, but the goa

is to get it on every site.”
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Message integration is another baseline consideration. “In a very decedtraliz
setting, it's very important that core messages stay the same,” one &spond
commented. The director of alumni relations said her office uses “talking puants t
enable us to communicate key messages that are important to the university.”
Similarly, the executive director of marketing at the business schoolmeglat a
message has to differentiate the university from other institutions of higinemig:

“Our value proposition [right now] is ‘we’re a great school,” and that may not

be enough. Everybody would say that...so I'm trying to get our school to at

least say ‘Here’s why you should choose the Park University business
school.”

Message integration also involves coordinating department messages with
university messaging. For example, media relations associateserdtzat they
often “tag along” on larger university communication initiatives and they “tryki ta
their news opportunity and put it into the framework of a larger strategic méssage
The university communications director said, “We may also see a much larger
opportunity..and we look in the schools to find a perfect illustration of that, whether
it's in engineering, or sociology, or the performing arts center.”

Message integration may be considered a threat to autonomy. “I'm always
mediating between what the university has put forward and is using as their
umbrella,” said one department communication director. “l find a way to take it and
make sure that [my school] is put well.” This head of communication further

explained that his mission is to get people across campus to refer to the satsol by
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name, rather than by its academic area. As of yet, it is not apparent that this i
happening in communication material outside of the department.

Crossing departments and functio@e theme that runs through meetings
and interviews is the notion that for integration to work, it requires the collatorati
of all staff on campus. To this end, the chief marketing officer envisions ausérirct
which department silos give way to cross-functional teams that meetdo{geth
theme he reverberated in interviews and meetings) and each membergssgaird|
function, adds his or her own expertise to a group-created strategy. At this point,
however, any coordination across functions at the university is situational, aed lim
to major campus initiatives.

One such initiative is the university’s yearly community event, entitlekl Par
Day, in which the university “pulls back the curtain” and invites the community to
come to campus and learn about the initiatives of the schools and colleges around the
university. Park Day is the university’s flagship community event, and involves
multiple levels of communication and operational coordination, which was reflected
in the meeting | attended, as communicators and administrators come tagether t
coordinate their respective department’s presence and activities kidag avent.
Other cross-departmental initiatives on campus include recruiting sessiomsghn w
alumni relations, campus communicators, and admissions work together to hold
information sessions or bring promising students to campus.

It is evident that cross-functional coordination may be “reactionary” or
reserved for “when it's important.” A media relations director explaineda “In

reactionary way, we're well-coordinated. We know who [each department’sgpubli
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relations person is. We know who to call when something happens on campus.” The
director of communication for the office of information technology expects
integration to occur as a crisis-response initiative:

“When there is a major crisis on this campus, then it needs to be all hands on

deck. And in that way, university relations would take a major role in

managing any kind of crisis or disaster for the entire university. And, because
| know in some of the tabletop exercises that we've done, we would work
together.”

Other situations considered relevant for cross-departmental coordination
include news announcements that departments want to distribute to a wider
community than to their own stakeholders, and that in such situations, they
collaborate with the university’s communication team to publicize them. For
example, the director of public relations and marketing at the business scHpol sai
“Once in awhile we have an announcement that is more appropriate as a University
announcement or has an impact on the University. Maybe it has a quote by the
President or maybe it just is more appropriate for the central campus. So we would
work with them on that.”

The campus also maintains a campus communicators group, in which all
communicators on campus meet together to discuss their initiatives. Though the
group “isn’t a decision-making group...It's just to share what’'s going as@ne
respondent explained, meetings may lead to informal coordination. One group
member explained that communicators who were at the meeting “frequently” end up

working together, as was the case at a recent meeting when two communicators
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discovered that, unbeknownst to the other, they were both working on energy
initiatives. The group member explained, “It was a moment they were like ‘©tg w
doing something too!” So, it was an opportunity for them to partner.”

In this way, cross-departmental collaboration may be informal and self-
initiated, as communicators look for opportunities to partner on communication
efforts. For example, the communication director for the engineering sciaiol sa

“We do everything we can to look for connections between what we do and

what [the university] does\We try to take the good things the university does

and use them to our advantage wherever we can. Where | feel like I'm really
representing the [engineering] school well, the university will ultigatel

shine, that’'s my general attitude.”

University relations may be a hub for cross-departmental coordination. This
was not only reflected in the university relations website—which features a
conglomerate of news from around campus—but also in interviews. One associate
said, “We’ve not always done stories for other publications, but we share ideas, like,
‘I heard this professor at the school of engineering is doing this cool project, or ‘|
just pitched something to [the area newspaper] and they really liked it, do you want to
put the magazine on that?”” Media relations associates explained that theyoklso |
for ways to connect departments across campus because “the more intdragtion t
have, the more they see you as a central part of [what they’re] doing.” Boegleit
departments on major issues or big stories on the horizon, offering their agsistanc

One head of communication said, “University relations will come to us and say, ‘Thi
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is happening, you should know about it, if you need a release, we've got a thought
about how to connect this with something else on campus, let’'s work together.”

In fact, university relations associates are commonly called upon because of
their expertise in publicity and media relations, though some indicated that
departments come to them with a media problem when it’s too late. One associate
said he often has to fix “messes” that other departments have created. Heédalso s
that campus security usually works separately from the university corcations
department and may not always alert them to issues ahead of time, like #e crim
reports that are sent via email to students and faculty. He explained thas tnere
need to build inroads with this group so that greater coordination can take place.

Internal relationships also influence cross-departmental collaboration.
Communication staff members often work with people they know best, and university
relations staff members value their network of relationships on campus because i
gives them “a good sense of some of the strengths in research.”

It is apparent that advancing integration is based on increasing thesé natura
connections. In fact, the university’s chief marketing officer indicatedaiihadncing
integration requires making connections between department activitieardaiot
done in just one school, but across disciplines” including the “teaching and research
that meets with helping to solve some of the high profile issues in the state and the
country, if not the world.”

Respondents indicated in meetings and interviews that cross-functional
initiatives “may be a great idea” but the challenge is getting “buyem across

campus, and getting marketing communications more closely tied into pheges t
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haven’t been tied into before.” One media relations associate said, “Peupte te
work in their areas, and | think it's time for everyone to see that we all havantiee s
goals, and these goals extend to everybody.”

Managing touch points and stakeholder neédsther process evident in the
effort to integrate communication is identification of stakeholder expesence
interacting with the university, which the chief marketing officer reféto as touch
points in meetings and interviews. The process of managing these exggrienc
discussed as “touch point management” by the chief marketing officer, involves
identifying the levels of stakeholder-university interaction and manalyosgtaccess
points for consistency. The chief marketing officer said, “Part of [integijagon
defining a great promise, but it's also defining the critical touch pointseTdre
critical touch points in the admissions process, but there are critical touchipoints
classes.”

Becoming aware of all stakeholder touch points represents “addressing the
needs of university stakeholders,” the chief marketing officer said. “Hisdbthat
you start with the stakeholder and you ask, ‘What’s our promise to you?””

Departments seem to seek to align communication strategy with stakeholder
needs. For example, the director of communication for the engineering sddpol sa
“Whenever we do things that look like they have an angle that the legislature might
use, we try to promote to them as well.” In another example, office of infamati
technology built a campaign against illegal downloading around two stakeholder

groups—students and their parents—and their campaign website features videos, ads,
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and other informative pieces that relate to parents and students. The OIT
communication director said:

“We started going to parents and saying, ‘Ok, what will parents need to

know?’ Well, for one thing, at one point when the RIAA (Recording Industry

Association of America) was suing, the parents would need to be the ones

coughing up the $3,000. So, they might have a stake in making sure their

young person is doing the right thing. So, we teamed up with the Office of

Parent and Family Affairs to do that.”

In this way, touch point management involves recognizing not only the needs
of stakeholders, but “creating different strategies for each audienchg affite of
information technology director said. Similarly, the executive vice presafe
marketing strategy said she “looks at all of the niches to make sure they all
understand the university’s strengths.” She continued, “It's engaging a broader
audience on all the different ways they can make their mark on the universityl—it's a
about engagement.”

Touch point management may also lead to a recognition that university
faculty and staff are brand ambassadors. The head of communication for the
engineering school envisions an atmosphere in which faculty members recognize
their contributions to the branded experience of students and alumni:

“We have an enormous alumni organization. How do you reach it? Until we

can get those 200-300 tenure-track faculty members to be the best sales reps

for the engineering school, I'm failing. That's the way | look at it. Youeha

train every single one of our faculty members, starting with the core people,
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who we know are already good at this, every time they go out, every time they

give a presentation to start with a one minute [promotion] for the engigeer

school.”

The notion that faculty members “sell” the university may be based on the
loyalties and relationship structure of students and faculty. Universiketray
professionals explained that faculty “are in touch with a lot of these audientes a
closer to them than we are,” and the director of alumni relations explained that
graduate students, in particular, “really connect with their department.”@eldra
this reason, university marketing envisions faculty as “brand champions or
ambassadors,” and efforts involve giving faculty the “tools to take [the brand effort
on” and maintaining “two-way communication so they can share insights with us.”

Top-down vs. bottom-upnother consideration in managing the
implementation of integrated communication across campus is the direction of
coordination. On the one hand, interviews and meetings demonstrate that integration
is a top-down initiative based on decisions from the University President, Provost,
chief marketing officer, and other campus leadership. On the other hand, however,
responsibility for execution falls on the departments to support the strategy.

“I think integrated communication has to come from the absolute top of the
institution,” one marketing director said. “It has to have bonding all along the way.”
Town Hall meetings and strategy sessions reveal that the strategitodi of
integration, including messaging and execution, is developed by university deans and
other campus leadership and carried down to the departments. One of the main

organizing standards is the university’s recently released 10-yeamgitiatan.
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Respondents refer to the plan as a document in which, “university has already decide
its core priorities. So, whatever we communicate is going to relate to thidgsior
that have already been determined,” as one respondent said.
Furthermore, stakeholder objectives are also set by the Strategic Planf, one
which is recruiting high-achieving students. The chief marketing offaidr s
“You look at our stakeholders and their needs. You also look at what the
mission of the school is...[and] the university’s Strategic Plan. So, in the Strat
Plan, our key goal is to continue to bring in a higher percentage of high
achieving students and to increase our level of annual donations and
endowments. And, to continue to increase our state funding and to continue
to strengthen the curriculum, from the general education curriculum to
advanced.
In addition to the Strategic Plan, the university’s brand promise is designed to
guide communication strategy. “The goal is to integrate the brand pronosghibut
the entire institution in everything we do, from academic coursework to stopping
down at the Visitor’'s Center, and interacting on the websites to events on campus,”
said the executive vice president of marketing strategy. At this point, howsser, t
consistency around a central brand promise is not evident in communication material
Whereas integration may start from the top, it requires coordination from the
bottom-up, through feedback, according to interviews and meetings. In fact, the
ultimate responsibility on execution falls on departments to be “good corporate
citizens of the university,” as the marketing director of the business scishdihsa

this effort, university leadership hopes to engage faculty in the integration affort
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they tap the capabilities of the various programs across campus to create a
comprehensive brand for the university. The chief marketing officer explained,
“Integration is pulling back the curtain and looking at what ingredients we glread
have...and then figuring out how you bundle that.”

Student experience and stakeholder expectations also inform integrated
communication strategy. “We need to figure out each of our stakeholder audiences’...
feelings, attitudes and beliefs about us, and tie those into the brand promise,” said the
executive vice president of marketing strategy at one of the town haksdied.

Others described integration as neither top-down nor bottom-up, but “meeting
in the middle.” The executive director of university communications referred to the
process as “lateral,” and the chief marketing officer called it, “sigeW The chief
marketing officer said, “In a complex environment like this, it's not top-
down/bottom-up, it's not bottom-up/top-down... There are much more paths, and
probably each school has a separate path.”

In conclusion, integration at Park University involves creating awareness of
the need to integrate communication and overcoming departmental boundaries. It also
entails synchronizing messages and images and building strategy around de&kehol

needs and expectations.

RQ 2: How is public relations and marketing differentiated under the ¢aftex

integration?

At Park University, communication positions, responsibilities, and titles vary
across departments, according to interviews and documentation. Whereas large

schools and colleges have a fully-staffed communication department, withtimgarke

124



and public relations personnel, smaller units may have one person who fulfills all
marketing and public relations needs. Furthermore, multiple positions fulfill public
relations responsibilities, including professionals in alumni relations, cdsear
campus security, and information technology. Finally, university relationsgeana
central university communications through media relations, marketing and
publications. Though public relations responsibilities and titles vary acroggisam
practitioners fulfill both promotional (MPR) and non-promotional (CPR)
responsibilities. Marketing, on the other hand, maintains responsibilities in branding,
advertising, and business development.
Marketing Public Relations

Media relations may be the dominant priority for public relations functions
across campus. As “the central communication office,” university communications
staff members work with the media to promote the university, and communicators
throughout campus define their roles in terms of publicity and media relations.

Media match-makersRespondents described their roles as mediators who
connect faculty to reporters, publicize university initiatives, and position faasilty
experts. “l view my role as a broker,” said the public relations director for the
business school. “I understand these individuals who work in the media and their
needs as far as information sources and | have relationships with those sawarces he
So, I'm like a matchmaker and | help bring people together.” Similarly, Sistaist
dean of communication at the engineering school said he tries to make sure his

faculty are on the university’s “experts lists” and when he receives autbmate
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requests by the media on particular topics, he distributes those to faculty membe
that may be interested.

In working with the media, communicators seek to “raise the visibility of the
university and tell the university story in the context of it being a major cordribut
the state’s economy,” as one communication vice president explained. Media
relations professionals seek to write stories in a way that promotes thesiipised
their efforts revolve around getting professors to publicize their seaor
example, one media relations associate said she works closely with departments
across campus to put together publicity packages on newsworthy reseaatianiti
like a recent kit she produced on climate change. The package, featuring a web
database of information and faculty contacts, was “a one-stop place for filidimey a
information on climate change,” she said.

In order to tell “a compelling story” about the university, the university
communications department is divided into news beats, and media associates are
tasked with identifying research initiatives that match their specfaltg respondent
said, “Our job in the communications office up until now has been looking for the
stories...experiences we can share, and...looking for opportunities to partner.” These
efforts to identify newsworthy campus research initiatives are not withaut the
challenges. One respondent said he has had problems with departments that are
“insular” and “Deans and communicators...[don’t know] what’s going on in their
department [because] they just focus on their discipline.” This concern wasl @choe

town hall meetings with university relations staff.
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Though respondents indicate that the university recognizes value in their
media relations efforts, one director of communication at university comntion€a
said that this media relations role limits their access to the Presidéidsand
keeps them from having a “seat at the table.” He said that interactidnthevit
President’s cabinet are limited to “the small things, sharing ideashantgstthe
office is working on for a talk for the President or something.” He continued,s'If it’
clearly media relations, we’ll be involved.”

A media relations focus may also render university communications a
responsive, rather than a proactive, department. The director of communication at
university communications said:

“Many times, we get notified about things only when it’s like, ‘give us talking

points about that,” and we’re sort of scrambling to find things to talk about.

It's not consistent. It's sporadic...and oftentimes, it's too late to make a

difference [because] something has already been done...Often, we're in the

position where they say, ‘Now, we’ve messed up, you need to put a good face
on it And I'm like, ‘No thank you!”

Public relations as brandingn some cases, public relations takes on
marketing roles of advertising, branding, and promotion. In fact, the business school’
public relations director considers her job as propaganda, and it's a respgribidilit
she enjoys. “I still get a thrill out of the challenge of propaganda...and théh&act
you can influence public discourse” she said. “It's a really cold-blooded wagwo vi

what public relations is..[but] it's propaganda.”
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In addition to roles in media relations, public relations may be used as a
marketing and branding tool. For example, at the business school, public relations
“falls under the umbrella of marketing” and is considered “one piece obaitiat}”
as the business school’s public relations director explained. Similarly,adeohe
communication at the engineering school described his role as one of enforcing the
engineering school’s brand, developing talking points and brand communication
materials. “I'm on a mission to get more and more people throughout this campus to
[use the name of the engineering school],” he said.

Communication professionals also enforce the university’s brand. One
university communications director said referred to his department as “the logo
police” because university communications has been at the forefront of brand
development. He explained that his department was tasked with coming up with
“promotional phrases” that would “start to characterize who we are.” These
promotional phrases have led to themes around which communication messages are
organized. The university relations media website is organized into fiversecti
culture, science and technology, social issues, the undergraduate expanence
university initiatives.

Corporate Public Relations

Communicators also fulfill corporate public relations roles for the university
though marketing and media relations roles appear to be dominant. Roles include
stakeholder engagement, community outreach, and communication advisory.

Stakeholder engagemefommunicators on campus lead relationship-

building efforts with multiple levels of stakeholders, including students, alumni,
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donors and corporate partners. Not only does communication campaign material
demonstrate this emphasis on a targeting multiple stakeholders appropoiateiye
media relations associate said her focus is on “the student experienceéand s
evaluates “issues that relate to every student on campus,” including admissions,
scholarships, student affairs and even residence life. Similarly, the head of
communication at alumni relations said her objective is to “engage alumipeaatss
of the university’s life that’s relevant for them, and ensure that the uryvisrs
served by its alumni and its alumni served by the university.”

For many respondents, engaging stakeholders is a relational endeavor. The
head of communication for the engineering school said, “Part of my job is to make
sure that the relationship with [our corporate partner] is a good one...| try to make
sure that all things that | do, where appropriate, reflect well on thabredatp, and
serve the program.” He further explained that in his fundraising efforts, hgisshot
“asking people for money,’ but rather his objective is to “help [stakeholders] become
better by building that relationship.” In this way, he is “always looking for gomgsw
to keep stakeholders aware of what we're doing here—opportunities that they might
have to invest in our research.”

The assistant vice president of alumni relations similarly described her
approach to fundraising as one of engagement. “It’'s not just about a gift,” she said,
“but it's about involving alumni in the life of the university appropriately so that
they're inspired to provide support, whether that support is reflected through
mentoring students, hiring recent graduates, making a gift, rallyingntkiersity

spirit...It's all of the above.”
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Community outreactfOutreach is really an important part of what the
University is doing,” said a senior media relations associate. ‘Sttte¢im that we
care and we’re not just a stuffy university, but we’re reaching out.” Community
outreach comprises the university’s efforts to match its resourdesi@eds in the
community.

Community outreach includes initiatives in which “the community has a need
for services, and we have expertise on campus,” said the executive director of
communication strategy. Such initiatives might include providing researohab |
farmers to help improve their farming techniques, supplying local teacktars w
resources for their classrooms, or a recent example, refurbishing a dédpidat
building in the local community. In each initiative, the vice president explained that
he looks for ways in which “we can marry our resources to other resources to
accomplish goals.”

Communication consultingcommunicators at Park University also serve as
advisors to departments that may not put a priority on communication. One media
relations professional said departments approach her because “they don’t have the
contacts...they don’'t know how to execute media relations or a release...so they rely
on us.” One department head of communication said that though “there are a few
communications professionals out there that are pretty good,” he often works with
professors because department communicators’ resources and time are limited.

The university communications director said his role in communication
advising is a proactive one. “Communications should be just like any other [member

of the administration], they give their expertise to the administratiormet, that
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would make more sense.” He further explained that his biggest need is to involve
communicators on campus in university decisions so they can “flag the big issues
from a public relations perspective,” because “when XYZ happens, we're tgoing
have to be explaining why we did it this way.” This concern was echoed in town hall
meetings with communication staff.
Marketing Roles

University marketing roles run the gamut of traditional marketing
responsibilities, including business development, branding, and promotion. Marketing
also may be leading the effort to integrate communication across the ugiversi

The main marketing department on campus is university marketing, within the
department of university relations, and comprises the chief marketing @ffidehe
executive vice president of marketing strategy. This two-person teamtheit
support of other university communicators and leadership, has led current
development of integrated communication on campus. The chief marketing officer
has instigated and leads strategy meetings throughout campus, gathmririgrithe
effort to integrate communication, and educating staff on the values and importance
of integration for the university. And as he oversees the development of integrated
communication on campus, he envisions an established role for marketing to lead the
effort by establishing the brand promise, which he discussed in interviews and
meetings. In our interview, he said:

“What marketing is going to do here is play a much more cross-cultural role in

working with others as part of a team to make sure that we have the right
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promise, a promise that is actually defined not just overall but in critical touch
points across campus.”
He continued:
“If marketing can work with others to define a unique, compelling promise,
and develop a blueprint on the deployment of that promise, that goes a long
way. How that promise is deployed, many times marketing can’t get
involved...but it can engage by saying, ‘Here’s the promise.”
In this way, marketing’s main responsibility may be to manage the brand.
“My responsibilities have been the overall branding and imagining of the iretituti
the executive vice president of marketing strategy said. Under this resptynsbé
also leads the campus marketing and fundraising campaigns, and heads campus event
marketing, including the university’s flagship yearly event, Park Day.rble as a
communication leader was evident in the meetings | attended. For the chiefingar
officer, his branding responsibilities include “repositioning how the university is
seen,” and “leveraging programs, curriculum, internships, and scholarships” to matc
the university’s brand.
Traditionally, marketing responsibilities have been promotional. The
executive vice president of marketing strategy said her objective is to ‘Sueke
other institutions around the country see what we’re doing...because that really
affects ouJ.S. News and Worldainking.” The chief marketing officer, however, is
trying to transition marketing from promotion to brand management. “I think the idea

of marketing and communications...has been ‘How do you get stories in the paper?’
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Those are just part of marketing and not the entire framework of marketing.” He
reiterated this need in the meetings | attended.

To this end, the chief marketing officer has focused on teaching “the business
of the brand” to communicators on campus, as reflected in interviews and meetings
Shortly after accepting the position at the university, he organized a tolwn hal
meeting with university relations staff, in which he taught the group of media
relations professionals, designers, and publication producers what brandifsy entai
The three-hour meeting featured training and feedback sessions on the basics of
branding and creating an image around which the university would positioragself
“a school of choice.” He also instructed that this involves marketing and
communication becoming “the group that best understands the needs of the
stakeholders and can drive the entire campus to focus on [the brand].”

Other roles of marketing include advertising and campaign management. The
university relations marketing department features resources to be amsm-ho
agency, according to the executive vice president of marketing stranegstadf
members often “work in a consultant capacity with schools and colleges on major
initiatives.”

Additionally, marketing professionals are working to improve marketing
efforts from a one-way to a two-way direction of communication. The marketing
director at the business school said, “Everything has just been one-way, and we're
trying to change that now and make it a minimum two-way [interaction]—we want to
be in conversations with people.” At this point, two-way marketing efforts more

closely resemble interactive marketing than relationships marketingdshéed.
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For example, “if you want to be reminded when the next information session is for
the MBA program, you can text a certain message and you’ll get an update.”

In conclusion, the line between marketing and public relations at Park
University may reflect traditional boundaries between media relations and
advertising, but integrating communication may be merging the two discipliges. A
integration expands, public relations and marketing professionals at the upiversit
take the lead on ensuring brand consistency and collaborating across depaotments

fulfill communication needs.

RQ 3: How do relationship approaches of public relations in the literdatlpe

explain the role of public relations in integration?

Relationship-building at Park University may be considered the most
important activity for public relations and marketing professionals. Resptsnde
commonly consider their purpose as engaging stakeholders (i.e. students, alumni,
community members, donors, and the media) to engender support for university
initiatives. To a lesser extent, communicators may also manage intéatiahiships
between departments, schools and colleges. Relationship efforts focus on engenderin
loyalty and commitment from stakeholders through stakeholder education on
university capabilities and demonstrating the benefits of long-term invetstmige
university. These themes were evident throughout interviews and meetings.
Relationship Antecedents

Connections between the university and its stakeholders are based on two
main areas—university experience and an overlap in resources between trgtynive

and its stakeholders. Respondents discuss antecedents in terms of stakeholster intere
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in and benefit to the university, and priority is placed on students as the most
important stakeholders to the university. This is also evident in communication
material.
Stakeholder interesRelationships start with a student’s initial contact with
the university. The head of alumni relations said, “It all starts withaéisakhip and
that relationship begins when an individual is thinking about attending the university.
And it is formalized when they enroll.” Therefore, relationship connections in the
recruiting process are a major consideration in building relationships. Aingee
discussing integration, the chief marketing officer reiterated an emras
understanding the process of inquiry and matriculation into the university to identify
student expectations and how they match up with actual experiences. In one meeting
he said:
“If there’s one piece about the stakeholder study from incoming students it is
that their expectation exceeds their experience...the good news is our students
like us, but the goal is to make sure that our stakeholders love this school.
There’s a big difference in emotional engagement going from like to love.
Think about your spouses, boyfriends, girlfriends, you may like somebody,
but you're much more loyal when you love somebody. And so, the question
is, what will take for stakeholders to love this school?”
In this way, stakeholder interest, especially among prospective and current
students, is a dominant consideration and is evident in recruiting sessions. For
example, Alumni Relations puts a priority on building a connection early on in the

recruiting and admissions process by bridging stakeholder interest andityivers
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offerings. They often hold information sessions in the homes of alumni, where
students and administrators meet with parents and prospective students, and a
connection built on interest and expectation is created. The assistant videnirisi
alumni relations explained:

“So, the relationship starts in earnest when a young person is thinking about

attending. And what we’ve been doing is meeting with highly talented

admitted students...doing what we call a recruitment session where we talk
about why they should enroll at Park University...An alumnus might sit down
and talk to the parents because parents want to know what it’s like to send
their kids to the university...We talk about practical things. So it’s a real
conversation.”
She went on to explain that the relationship starts where parent and studegsriori
align with what the university has to offer. In this way, antecedents in relaipsns
between the university and prospective students include a recognition of the
alignment in priorities between the two parties.

Stakeholder-university overlapnother relational antecedent is the overlap in
stakeholder and university priorities and needs. The head of communicatiegystrat
for the university said relationships start where there is a “marriageébéastthie
interests and capabilities of the university and its business partners. kel affe
hypothetical situation:

“Let’s say that the department of defense wants to create a new catziogue

vest for soldiers, and let’'s say we have scientists and researchers on campus

who specialize in materials engineering or re-engineering, so the public

136



defense has an interest in developing that type of product. We have an interest

in applying this kind of research and there’s a marriage there.”

He further explained that this overlap is a major driver of relationships on
campus. “We may see on campus that there’s a need for something, sometimes
because of the valuable resources, and expertise that we have on campus that
relationship opportunities come to us,” he said.

Interest and capability overlap as an antecedent is also a consideration by
other university capacities. For example, the head of communication at one school
said he recognizes an as-of-yet-unrealized connection made between university
communications and the engineering school. Discussing the potential of creating
promotional videos for departments across campus, he said university
communications “has some capabilities that we don’t have and we can't afford to
buy,” but the connection has not been made between the two units. He continued:

“Why aren’t they coming to us saying, ‘Hey, the university’s going to make

video modules, and the engineering school is going to have a slot...here’s the

freedom you'll have within it. Ultimately, it's going to also say Park

University and be our product, but you're going to have something you can

work with...you’ll feel good about it.”

From a broader perspective, the university’s status as a major public
university also creates a relationship connection with taxpayers and stdénte A
senior media relations associate explained:

“A stakeholder is somebody who has an interest in the university and what it

is doing, and that certainly means alumni...but it can be administration, it can
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be the students. They all have an interest in number one, seeing what the
university is doing, how taxpayer dollars are being spent.”
Indications from this research reveal that antecedents may even be un-
recognized, and the university is trying to increase awareness of conneé®itwts
of our stakeholders may not know that they have a connection,” said a senior media
relations associate, “So [relationship management] is making them awaare of
connection as a resident of the state.” To this end, the university conducted a
stakeholder study of 17 different stakeholder groups, which was often referenced
meetings. The executive vice president of marketing strategy said:
“You look at all the different audiences: students, faculty, staff, parents,
prospective students, legislators, business leaders, federal government
officials, media... You know, we have got every citizen in the state important
to us, because we want them to see and understand the value of the
university.”
Relationship Strategies
Relationship building strategies range from developing mutually beneficial
connections through interpersonal communication and dialogue to no relationship
strategies at all. Somewhere in the middle, however, is a priority on dentiogstina
value of the university as a motivation for stakeholders to engage the univessity i
relationship.
Promoting relationships'l can’t say that I'm in charge or | feel responsible
for going out and forging relationships with people.” Though this sentiment from the

public relations director of the business school may not be shared by many other
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communicators on campus, it is evident that relationship strategies on canmpus lea
unidirectional and exhibit a marketing-orientation. This may be true edgdoral
relationships with external stakeholders, as communicators seek to promote the
university’s value and capabilities in order to build ties with stakeholders.

The executive director of marketing communications at the business school
said, “I just think we’ve had a one-way conversation with our prospective students
and with anybody.” Communication materials appear to be unidirectional, and
promotion may dominate relationship strategies, as communicators seek to convince
stakeholders to get involved with the university. For example, the head of alumni
relations described relationship-building activities as promotion in encogragin
students to attend the university. “What my group does is try to convince [students]
that Park is the choice to make and that effort is what starts the lifelatigmehip
between an individual and the university,” she said.

Promotional strategies in building relationships also involve communicating
the strengths of the university, and assuring that the university is a bgitim
educational and research institution. Strategies to promote the univesityeffort
to build a relationship may be the most common—they transcend department and
functional boundaries.

Promotional messages in relationship building include demonstrating that the
university “is a world class public research institution doing impactful relsgavith
“high-quality education,” and “high-level researchers to teach and darots”

These themes are consistent in university websites, campaigns, and stra¢¢iggs.

The head of marketing communications at the business school referred to this effort
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as developing a value proposition for the school, and another head of communication
said, “We’re always looking for good ways to keep [stakeholders] awavbaif

we're doing here.” Promotional efforts in building relationships also include
publicizing sponsorship and investment opportunities directly to stakeholders, and
demonstrating to partners that the university “takes communication seriodslyad

[the stakeholders] will be well represented in our school because that’s part of what
we’re selling,” a respondent said.

This focus on proving value in relationship efforts may be due, in part, to the
challenge that the university faces, as a land grant institution, to “show teathe
state,” as one director said. “Whether it's to the business community, to the
legislature, the areas that fund us, or the non-private donors that help ustestablis
mission—we have to show value.” A senior media relations associate simsliakly s
“If we get a big grant of money from somebody, then that's a message thantve w
to send to [the Capital], for example, the governor and also to other groups.”

Relationship strategies also involve designing promotional messages that
influence stakeholders. The head of communication at alumni relations said that
communication materials like “our periodicals are very deliberately oegitp
convey what it is we hope that alumni and friends will be inspired about...it’s all
structured to reflect what's great about the university.” Communicationiaiater
reflected this emphasis. The director of communication at office of information
technology said she uses message-testing and feedback to ensure stakelsshige m
resonance to communication efforts because, “If you're going to put out some

advertising, you should test it with the intended audience.” In office of information
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technology’s latest initiative to curb illegal downloading, communicatorsiteste
messages through in class focus groups to assess “how they would react to the
messages.”

Expectations and promise&ccording to interviews and meetings, the
university’s recent stakeholder study revealed that expectations of tieesifyi
experience do not match with reality, and for this reason, communication priorities
are on closing this gap. “The biggest part we can influence is start focusing our
people on why undergraduates have their expectations above their experience—close
that gap.”

The results of this initiative will form the university’s brand promise. The
executive vice president of marketing strategy said, “We have been workigddo tr
figure out exactly what our brand promise is with early insight from whanees
about the institution [and our stakeholders].” In town hall meetings with university
relations staff, she explained this concept of the brand promise in terms of what
students can expect when they graduate from the university. She used exdmples
Harvard and Stanford, who have recognizable promises born in their educational
mission:

“Harvard are leaders, they change the world. Stanford, those are innovators

and change agents. People that go there know what to expect, know what

they're getting into. You see it filtered into everything they do and become.”
She further explained that a brand promise is something that a stakeholder
understands or picks up on just by looking at the logo. She said, “You understand

Apple’s brand promise when you see [the logo]: Cool innovation.” The chief
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marketing officer added, “Our point of view is that we need to have a consistent
promise for the university, one that separates this school.”

The executive director of communication strategy for the university dedcrib
the importance of identifying and meeting expectations:

“We try to find ways to talk about the student experience, that student

expectations coming to the university are matched with their experience on

campus and that that translates to a good experience for alums, who leave the
university and become successful in their chosen endeavor and help them be
really good global citizens.”

The head of alumni relations indicated that her efforts to establish
expectations “start with conversations [about] what’s important you” and
demonstrating where priorities align with the university. This endeavoemntai
humility, as one respondent said. “Most times we have a very high opinion of our
self...[but] | think opinions inside are probably higher than it should be for what
we're doing. Outside | believe that our perceptions don’t match up [inaudible]
reality. So, we're working on changing that.

Needs and mutual benef@ne step up from filling expectations is university
communicators’ efforts to build relationships by working proactively to fulfé
needs of its stakeholders. These efforts may be less-focused on settingtiexigecta
and more-focused on understanding and meeting stakeholder needs regardless of the
university's brand priorities.

This level of relationship building is most evident in recruiting and alumni

relations. The head of alumni relations explained that she works closely witheadmit
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students as well as alumni to meet their specific needs, and often goes owvay her
to help out students. She recounted a recent experience in which she met with a
promising student at a recruiting session:

“I've had two follow-ups from a prospective student who | met yesterday. He

said to me, ‘I really would like to come to Park but my parents are really

struggling financially.’...So | forwarded his email to our director of

admissions saying, ‘Listen, | know this kid’s really bright; | know he did

really well. If there’s anything that we can do, let’s try to do it. Bez&us

think if we make him an offer he’ll enroll.””

She went on to explain that she did what she could to help this family out and
give the prospective student the opportunity to enroll. “Whether we're able tatheet
of the needs, the fact that we are trying goes a long way in making people feel
comfortable,” she said.

The executive vice president of marketing strategy discussed meeting the
needs of stakeholders as an opportunity for building relationships but also building
the university brand. “There’s a real opportunity to leverage financial aid and
scholarships, because it's such a difficult time right now for students,” sheSéa
also explained that leveraging financial aid could be a way to retain “sotine loést
students her in the state,” which is one of the objectives outlined by the Strategic
Plan.

In this way, relationship-building at the university also involves building
mutually-beneficial situations. For example, the head of alumni relationsteescr

her objectives in terms of “engaging alumni in aspects of the universfg/th#t’s
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relevant for them, to ensure that the university is served by its alumni ahahtsi
served by the university.” Additionally, the head of university communications
discussed efforts to offer research that can be beneficial to the poultryyndiise
world-class work that we do on Avian studies can benefit businesses,” he said. “And
if we can find a way to create that research and share that, that's a mioeuatficial

goal, and that’s our mission, because we have a land-grant institution.”

One particular area of mutual benefit that communicators work with is
networking. The university’s network of alumni is one of the values it offers students,
and by so doing, the university hopes students funnel back into its alumni network as
they graduate and build successful careers. The business school marketitog dir
promotes networking opportunities available to students. “Having a vibrant alumni
community is also really important to students,” she said. “So, when people are
looking at the school and thinking about coming in they want to know whether you
have a book sitting on your desk that lists 20,000 alumni, and five of them are
working at McKenzie and ‘I can call them and they’ll help me out.” The head of
alumni relations explained that she also emphasizes networking opportunities at the
university:

“What we do is we show [prospective students] that the university is not just a

big institution. It's a family that you're becoming a part of and we refleat

in the talks and in the videos and the materials that we present and leave

behind.”

Mutually beneficial relationship strategies are also evident in irterna

relationship-building. For example, the head of communication at the engmeerin
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school said he uses “cajoling, persuading, and gift-giving” by creating
communication materials that will properly represent the engineeringlschame
and brand, but will also help departments within the school who may not have the
resources to produce materials. He explained:
“It's my way of getting the departments to use our identity...I'll give thieen
highest professional piece, which will reflect well on them, and they can
customize it, but it's also going to say my stuff too. So, strategic gifigjis
a key part of getting people who don’t work with you, aligned with you, and |
always try to do that.”
Dialogue and interpersonal relationRelationship-building for
communicators on campus may also involve engaging in conversation and
interpersonal interaction with stakeholders. The chief marketing offiseusied this
in terms of managing stakeholder touch points, or all the potential interactions a
stakeholder may with the university. At meetings he consistently discusseekithe
to ensure that the university brand is “delivered and deployed” in every potential
interaction. “Whatever this brand promise is,” he said in one town hall meeting, “it
has to work for all units across campus. Eventually, we hope to see it in all the touch
points through the university. Maybe weaved into curriculum and create new
programs. It's not just a saying, ad or tagline—it's a much truer or real’thing
This perspective, however, may represent more of a marketing-orientation
toward relationships than other respondents considered. Instead, campus
communicators discussed the importance of dialogue, conversation, feedback, and

engaging audiences on their own terms. One marketing communications director
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described this level of relationship-building as “having conversations” and themeed t
“be there and be responsive.” The office of information technology communication
director echoed this idea, and said that in her office, communicators always try to
engage audiences on their own platform:

“We're always trying to keep the lines of communication open, making sure

that there’s an open dialogue and that we’'re where they are. Whether it's

Facebook, YouTube, or Twitter—everywhere they are, we try to make sure

we’'re there. ”

Stakeholder engagement is a particular emphasis at university events. For
example, in planning meetings for the upcoming Park Day, communicatoratesiter
the need to use the event to engage the community, by talking openly about campus
initiatives and even updating their personal experiences at the event with pegitar
on Twitter. In fact, at the final wrap-up meeting for the event, coordinatoted the
meeting by recognizing a student who had volunteered at every Park Day event
during her time at the university, and had made a quilt out of the t-shirts she had
gotten as an event volunteer. Meeting coordinators indicated that this student’s
dedication was just one example of the type of stakeholder engagement that events
like Park Day encourage.

Relationship-building through interpersonal interaction also involves
openness. The head of alumni relations said that when she works with prospective
students, she wants them “to want Park University, and Park University to want them

If the child really does not want to come, | want them to feel like they cahaay t
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because there’s nothing worse than having somebody come, enroll, and not be
happy.”

She also added that there is benefit in being open with students who do not
elect to come to the university. “I would rather be upfront about it, than nice about it
and not get the sibling.” She also attributed a recent successful recruitiry@nie
the open relationship she built with the mother, who is an alumna, through her
willingness to be open about expectations.

Open communication also involves being open about university problems.
One media relations associate does not “candy-coat” news. She said)réd’mos
every story is positive. Yesterday there was a story about drinking on campus, but
you can’t control everything. So, | think we try to be as open as we can.”

Some communicators also try to ensure that stakeholders have a voice in
university decisions of the university. The alumni relations assistant visiel@ne
said that in the creation of the university’s recently-released Str&kgicshe
worked to ensure that “the alumni had a voice in this plan.” Negotiation fills a
related-role in this effort to ensure that stakeholders have a voice, as a few
communicators said that they negotiate with internal stakeholders on megssagi
considerations and even for outsourcing the production of communication materials.
Relationship Outcomes

“If you can develop good relationships that are sustainable over time, gifts
will come, support will come.” This perspective on relationship outcomes by the head

of alumni relations characterizes what may be the dominant consideration of
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relational outcomes among communicators—outcomes reflect investment and
engagement.

Relationships are designed to yield stakeholder commitment and involvement.
“I'm talking about the distance of the brand—patron image, high pricing premium,
stronger loyalty, stronger donations, and more revenue,” the chief marketoey offi
explained. “With a strong brand, then we should be able to deliver those goals.” For
alumni relations, these goals include considerations by alumni to donate or encourage
their family to attend the school, and for the business school, that the school is “under
consideration when people start to think about what kind of school they want to go
to.” Promotional material reflects this emphasis, as some of the matmilyzed
demonstrated a focus on making the university a school of choice.

Communicators also value stakeholder involvement in university initiatives.
One senior media relations associate said he focuses on “getting statseeholde
involved in what's going on.” He further explained, “Sometimes it's not just siyeas
thing, but it's being involved by coming to the university and taking part in what the
university is doing, not just attending basketball games, but it's getting invoived i
other events that the university puts on.” Examples of desired stakeholder
involvement include mentoring, networking, and contributing to the university’s
school spirit by representing the university well in stakeholders’ own cameler
personal endeavors. A senior media echoed this sentiment, “A lot of alumni are proud
that they went here, and they say we’re a top 20 research university and weiig movi

to become a top 10 research university.”
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Additionally, trust is also considered an important relationship outcome. The
university’s Alumni Relations department uses openness in communicating with
prospective students and their families to create trust. “Parents saidiatmete
the first university that they've been engaging with that was up front in
acknowledging what’s happening with the economy,” said the assistant \sogepite
of alumni relations. “And one mother said to me, ‘We’re looking at other schools, and
| don’t think that they could care less that we're trying to figure out how tdopaal
of this.” She concluded that, whether the university could provide prospective
students like this one financial aid or not, “the fact that we are willing to have t
conversation creates the beginning of a trust that is important in angnshag
you're building, whether it’s with an institution or an individual.”

Communicators also seek to understand what alumni get out of a relationship.
Considerations include “connection to better careers, better advice, better
professions,” and the notion that “our students will be hired [because] alumni have a
strong professional network.” Other considerations include the ways the ugigersit
resources “serve the needs of the members of the state.” In this way, coatorgnic
may consider relationships in terms of exchange. The chief marketing officer
pondered, “Just like the American Express Gold Card, what's the benefit of being a
member? By being a Park alum, are you getting better things?” In spis of
strategy on student and alumni benefit, | was unable to find much communication
material that reflected this theme outside of the admissions and alumoinselat

websites, and revealing a possible gap in communication.
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In conclusion, communicators at the university build relationships around
principles of promotion and demonstrating the value of the university in hopes to
build a connection between the university and its stakeholders. Critical in this process
is identifying stakeholder needs and expectations, and matching communication
messaging and other efforts with stakeholder preferences. Interpessatedies and
seeking the welfare of stakeholders, regardless of university benafgpisvident in

relationship management.

RQ 4: Does the level of integration influence public relations’ aietsvin strategic

relationship management?

It is apparent that integrated communication at Park University is
underdeveloped, but developing. Notwithstanding the university’s low levels of
integration, there is evidence that integration influences stratedionskap
management. Whereas some of the influences are evident at this early stage of
integration in meetings and communication material, other influences argatetiti

Integrated communication at the university appears to influence technical
aspects of strategic relationship management, particularly messagiragafting
communication material. Beyond messaging, integration also framesmstap
priorities, and communication positions, like public relations, may be poised to take
the lead in managing these priorities.

Influencing Messaging

In a recent town hall meeting, the chief marketing officer asked university

relations staff to define the university’s brand promise in five words. Answers

included, “excellence,” “quality education,” location,” and “affordable,” among
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others. His response was: “All great stuff, but you know what? You guys should all
be saying the same thing.” He went on to explain that if everyone at the university

had different answers, there would be “6000 different messages of what the school
stands for.”

In this way, integrated communication may involve filtering messages throug
a few select themes. For example, recruiting and alumni events feéktung peints
that enable staff to communicate the university’s strategic messagesdraidung
campaigns feature taglines around which to build relationships.

The effect of integration on messaging may be most evident in media relations
efforts. For example, the public relations director at the business schodiatastie
makes sure to “tow the university line” when communicating with reporters. For
university communications, according to meetings and interviews, integration may
influence media priorities, giving staff strategic direction in the puplcampaigns
they work on (where such direction currently may not exist), and leading to g 30-da
or 6-month story plan in which directors must “increase the number of high impact
stories around two strategic messages.” Evidence of such strategitegriser
illustrated on the university’s news homepage, in which news items are catdgoriz
under topics considered “strategic” for the university, including science and
technology, social issues, and the undergraduate experience.

The university is also considering how messaging can influence the
relationship management in the classroom. For example, the chief marketeg off
discussed selecting representative course syllabi, materials, oleexps that

represent the brand promise and making them consistent throughout the campus.
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Though he admitted that “marketing is not shaping the critical role of academ
success,” he said that these academic considerations would “help inform what
direction you should look at.”

Another consideration is “mobilizing” faculty as brand ambassadors. “You
owe it to us at the beginning of your pitch [to mention the school],” one director said.
“We’ll give you the materials...but you have to sell the engineering schaogathg
to reflect well on your department and on you.”

Up until this point, however, message influences appear to be anticipated,
rather than actual. In fact, at least one communicator on campus does not consider
strategic messaging in her presentations. In lectures OIT communicaholsct
around campus, sessions are primarily educational, and “don’t necessarily get our
messages out, like OIT is wonderful, but it does create and build on relationships with
students.” Finally, communication material does not appear to reflect @trate
consistency in messaging.

Setting Priorities and Determining Direction

Integrated communication may also determine the activities and the direction
of relationship-building efforts. “Once you define the messaging acthite it turns
inward,” the chief marketing officer explained. “If part of our promise is pliagi a
gateway to the world, that also informs everybody inside—what are you doing to
make your area a gateway to the world?”

According to meetings and interviews, integration establishes strateg
priorities for communication staff on campus, and influences not only the messaging

they use, but the initiatives that they spend their time on. Whereas currameci
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on initiatives may not be based on strategic priorities, one media relationgtess
anticipates that integration will allow her to make informed decisions on the
initiatives she works on “I think we’re just going to be working differentlyyver
focused on outcomes,” she said. Another respondent admitted, “I help faculty
members and there are things that I'll work on that we need to rethink and say, ‘Does
this meet our goals and objectives?”

Overall, directions and priorities in an integrated structure at the unyersit
may come back to the brand promise. The chief marketing officer and the executive
vice president of marketing strategy reiterated the role of the brand promise i
determining “everything” the university does in interviews, meetings, areégita
documents. “When people have an interaction with us what do we want to leave them
with?” the chief marketing officer asked. “Every interaction that exehyou’ll be
able to understand what our brand promise is, who we are and what we stand for.” As
of yet, this brand promise is not evident in communication material or events.
Creating Relationships

Indications from meetings and interviews are that communicators do not
anticipate integration to hinder relationship management, though one school dean
worries about losing his school’s group of alumni to university priorities. For others,
integration may actually create relationships, especially amongahtgakeholders
through the concept of cross-functional teams.

As integrated communication develop, the chief marketing officer envisions a
structure in which responsibilities will no longer be defined by titles, bukpgrase,

and initiatives will be planned by “cross-functional teams of doers” composeaffof st
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from across campus to strategize initiatives for “critical outcomess’ dross-

functional perspective represents an opportunity to “rethink our relationships,” as one
respondent said, because “people have been too used to having their own little
sphere” and integrating communication will help communicators “find that common
goal where you can forge better ongoing relationships and gives you a thhave

a strategic impact.”

In fact, integrated campaigns on campus may already have demonstrated the
potential of integrated communication to create relationships. Park Day, the
university’s flagship annual event, is an integrated initiative, as staff tinroughout
the campus meet together to coordinate the hundreds of activities for the 8,000 plus
people who come each year. The participant who leads that initiative explaabed t
the event requires the collaboration of 75 “very well-connected people.” She further
explained that there are “a lot of relationships in the group, and you learn who to turn
to, to get things done.”

Public Relations as Integration Facilitator

Current integrated communication responsibilities render communication
professionals as integrated communication facilitators. As media relagsosiates
comb the campus to find stories to integrate into broader university news,
communicators may “see an illustration of that larger initiative where igyet it
down and say ‘We’re working on this big issue here, and we think you guys are doing
some really great work, that helps us tell this story,” a communication @fireaid.

As information aggregators, the university communications office is currently

strategizing ways to connect campus communicators to the initiatives aroumalscam
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this includes “coming up with a list of all the publications on campus...to get a
handle of all the things being said and written about in the university,” one utyiversi
communications respondent said.

University communicators often perceive their role as motivators to egmura
coordination, a theme that was reflected in both interviews and town hall meetings.
Whereas on a basic level, this entails serving as “logo police” to remindrdeptst
to use the university’s images properly, on a broader level, it's an effomviohtes
motivating staff to coordinate efforts by demonstrating mutual benefit. “Yoto tr
walk this line,” a media relations respondent said, “because there’s alwassand
take. You sell them on [the need to work together], but the more you interact with
them, there’s also stuff you do for them.” For example, he said he recently
encouraged one department to integrate with the university because “if theitynivers
is perceived as a great place with a universal identity that people gtasill...i
benefit you.”

In conclusion, integration stands to influence strategic relationship
management in several ways, including message delivery and relationshtpeacti
and initiatives. Furthermore, integration may put more emphasis on public relations’

roles in relationship management.

Case 2: Defense Inc. — An Aerospace and Defense Company

Defense Incorporatéds a premier global defense and aerospace company
that specializes in the full gamut of combat products and services, includingegefens

security and aerospace systems in the air, on land and at sea, accordinglisitiés we

2 The organization’s name has been changed to nmairttafidentiality and anonymity.
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and other communication material. DI also provides services in electragosity,
information technology solutions and customer support. Headquartered outside the
United States, Defense Inc. maintains offices and facilities throughowotiek In
particular, Defense Inc. maintains six home markets: Australia, SaabiaAiSouth
Africa, Sweden, UK, and the United States. DI boasts multi-billion dolles sald

has over 100,000 employees worldwide.

Defense Inc. has organized its business around supporting its six home
markets, according to its website, as well as interviews. At the top r&xides
headquarters, which is responsible for growing its home markets and worldwide
capabilities and operations. At the next level is DI's US subsidiary, DeSystems
Inc, which oversees US operations and DI's three operating groups based in the
United States. Each operating group, formed through mergers and acquisitions within
Defense Inc., maintains specialties in defense solutions.

The three operating groups consist of: Land Operating Group (LOG), which
specializes in combat vehicles and artillery systems, Electronicst@pge&oup
(EOG), which develops electronic systems for military and commerciakcagiphs,
and Intelligence Operating Group (IOG), which specializes in intelligeolcgions
and civilian systems. At a fourth level of complexity, each operating groupaimant
lines of business that support their operations. Whereas two of the three operating
groups maintain lines of business and operations within the United States, one
operating group, LOG, maintains business with home markets outside of the United

States.
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With headquarters outside of the United States, Defense Incorporated is a
foreign company, and in order to do business as a defense contractor in the United
States, DI's national subsidiary, Defense Systems Inc, maintains alfieggreement
which separates the international headquarters from sensitive information.

Defense Inc. maintains a rigid top-down corporate structure in which the
international headquarters maintains oversight of all company operations threugh t
national headquarters, operating groups, and lines of business. Each operating group
maintains a different communication structure to the other, and this structure is
determined by the vice president, according to interviews and organizationabmate
Each vice president reports directly to Defense Systems Inc, which tluets epthe
international headquarters.

Major internal and external communication functions include communication
and marketing. Communication includes public relations functions, including crisis
communication, investor and philanthropic stakeholder relations, and publicity and
media relations. Marketing comprises primarily business development asd sal

The following sections feature a description and analysis of Defense Inc’s
integrated communication, public relations, and strategic relationship magwrigem

based on the four research questions.

RQ 1: How is the integration of communication defined, understood, and

implemented in organizations?
True to its military nature, the theme of communication at Defense, Inc. is
authoritative control, and integration reflects centralization in a top-douctste of

multiple approvals and corporate directives. This theme was consistent throughout
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interviews and meeting discussions. Communicators often rely on executivetorder
fulfill responsibilities and lead integrated initiatives. This creatgiéeanma for
Defense Inc., as efforts to advance integration involve increasing sifadi
integration through increased interaction between groups and functions.
Understanding Integrated Communication

Central themes of integration at DI comprise notions of authority, control, and
efficiency. Communication approvals and company directives are considered
dominant elements of integrated communication, as communicators often rely on
headquarters to initiate the integration process. This central theme of control and
centralization also translates into integration as “one company” or “ané brand
the need to coordinate communication activities for a “united front.”

Control. Communication goes through a centralized process of top-down
approvals, and many communicators explain integration as a “control issuect, In fa
centralization is a dominant consideration of communication professionals when
discussing integration. An operating group marketing professional statedufd w
say that compared to a lot of our competitors, | think that we’re ahead of the curve in
a big way and I think a lot of the centralization is a reason for that.” She further
explained that centralization requires committing to company values andgesessa
“We are still setting pretty strict rules that you need to comply, yod teegimp
onboard, you need to help support the cause here.” This rules-based regimen was
evident in organizational documents.

In spite of the potential benefit of control, many communicators referred to

the communication structure as a hindrance—one called it “a total nightmare of a
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process.” One common concern is the approval system for press releases. m order t
send out a release, even if for local media, communication professionals have to pass
press releases through national and international headquarters approvals. One
communication director said, “By the time your press release goes through the
routing process...it's no longer news.” Because of the geographic distance of
headquarters, timeliness is ruined, causing missed press deadlines ang publicit
opportunities. At least one participant indicated the need to sidestep the system and
push a press release through in spite of protocol.

Furthermore, this regimented structure of approvals leads to an understanding
and reliance on corporate headquarters to lead the process of integration. One director
explained, “I think [headquarters] is supposed to lead the process...they own the
process to get everybody around the table and say ‘Look, you’ve got to be serious
here.” And that process is called integrated communication.”

One companyDue to so many mergers and acquisitions, and the geographic
separation of offices, employees are scattered across the globe andrenay ha
unsettled allegiances regarding Defense Inc. Several communicaticiodire
expressed the challenge to “get to this place where everybody feels like part of one
company.” One executive explained, “In my world of what a perfect communications
office would look like, you have everything under one umbrella.” Furthermore, this
theme of unity was evident in the media relations conference | attended.

In harmony with the central theme of control, the organization may be seeking
to build this concept of “one company” or “one brand” through mandate. One

communication director explained that he thinks the company is doing a good job
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integrating people into a “one company” mentality because “we don’t giusody
choices. You're going to be this because you have to.” Organizational documents
corroborate this finding.

One of the challenges is getting employees to see beyond their daygastm
function, and see the “big picture” of the organization, and many discussed
integration in terms of making that change in perspective. “One of the drksvisa
that [employees] get very focused on their little piece of the world and they don’t
think about the broader picture of the whole company,” said a media relations
director. “That’'s something that we really struggle with.”

A united frontAs times change, and the war starts going away, which it will
eventually, we need to do something to make ourselves relevant,” said one director.
Integration represents a united front against these changes antthefleeed to
communicate efficiently.

Communication managers consider integration as a process by which the
company “prioritizes messages [to] go in a united front” and create synergy and
“buzz.” Discussions at a recent media training forum focused on the impact that a
united front creates. “When you integrate, you get the synergistic effatiangs,
and you really see that pay off in spades with some of these trade shows,” one
executive said. “All of this stuff happens and—Boom!—you get a really good buzz
because of that.”

Respondents often discussed integration in terms of increased awareness and
public attention at meetings and in interviews. “When you can put our product in the

consciousness of the decision-makers, either sub-consciously or consciouslhy, or bot
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that’'s when you can add value,” said one executive. Another respondent said a
unified front around company priorities helps stakeholders “understand what the
company’s larger priorities are,” and that facilitates sales. “lfrgduying to sell
twenty different things to one customer and one of those things might be a huge
contract worth $13 billion, while another is worth $30 million...they understand in
context what we’re doing in the big picture.”

Others saw the value of integrated communication in terms of efficiency. One
communication director said integration has reduced an estimated 10 hours per press
release to only one, and another said integration would help the company deal with
crises. “It's like Whack-A-Mole because it dies down over here and then all of a
sudden it pops up over here...and you have to have a coordinated company-wide
approach to deal with that.” This efficiency mind-set was also echoed immeeti
discussions.

Executing Integration

Interviews and discussions at meetings reveal that Defense Inc.’stetkgr
communication structure may be challenged by contradicting and unmet ¢gpscta
misinterpreted directives, and a breakdown of communication between DI
headquarters and its operating groups. On the one hand, the company maintains a
rigid top-down structure, but it also expects employees to carry out indegrat
through their own initiative, and communicators express frustration with the
geographic separation between operating groups and headquarters.

Top-down directives and bottom-up challendg2stense Inc. maintains a

rigid, multi-layered approval process, featuring policies and a code of condluct wi
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which all employees are expected to comply. These documents feature Deéesse
mission and standard operating procedures, helping employees govern their
responsibilities. As one respondent said, “No matter what the communications
is...you can pick exactly where it falls on the governance map. That's the geliver
mechanism for providing shareholder value we always go back to.”

Interviews and communication material shows that company programs and
initiatives flow down from corporate HQ and funnel through the operating groups.
Employee training and promotion programs, like the company’s yearly “Chiaism
Award,” are communicated down through management and distributed to employees.
The company also uses its top-down structure to “have the last say” in operating
group initiatives, as one communication director said. The company newslkstbers a
reflected this direct line of reporting, as initiatives are bylineddrgarate
executives.

In spite of this direct line of reporting, communicators indicate that DI's
structure of approvals and reporting may be too complicated for communicators to
fulfill responsibilities efficiently. In response, communicators diseds‘an unspoken
understanding that you can get around certain parts of the policy and live with act
now, ask forgiveness later.” One director referred to it as “a thing thaugmeed in
spite of yourself.”

Layers of reporting can also create allegiance problems. More than one
respondent reported dealing with conflicts between Defense Inc. mandates and what
the group’s president wants, and discussions at the media relations confer@nce als

revealed frustration. Although communicators said they try to find a balancedmetw
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the two, some recognized that this situation “can absolutely ruin your chances for
integrated communication,” because “if you report into your president thereyou’
going to care about what your president wants, not necessarily what's gdloe for
whole of the organization.”

This conflict in direction may lead to personal decisions on which directives
to follow. In one operating group, a communication director said, “People just do
whatever they feel is right, and they aren’t accountable to anyone.” Another
communication director at that operating group concurred, explaining that her
divisions were “left up to their own free will” to decide on supporting charitable
initiatives, and this led to a lack of strategic discipline.

Another outgrowth of DI's complex structure is the ways of doing things that
are undocumented. One marketing director said, “Newly acquired folks say, ‘Tell me
the policy, and I'll follow it to the letter. And in some ways, there realtyisvritten
policy—it's kind of understood.” Organizational documents may offer general
direction, but specifics in communication may not be documented as completely. In
order to comply with unwritten standard operating procedures, some communication
professionals told me that they have learned to communicate everything back up to
headquarters just to cover their bases and stay out of trouble.

Another challenge is the organization’s size and the geographic dispersion of
operating groups and headquarters. “When you get a big organization like this, it
often becomes a big challenge just to keep everybody informed about what's going
on,” said a communication executive. “You're busy working on your little

project...and you may not be thinking about...other parts of the company that would
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be interested in your project.” Organizational hierarchies showed this dispeasi
connections are often limited between operating groups. Other communication
professionals discussed the challenges that being in separate offices-eteat
because there’s limited face-to-face interaction, there may alsoibedlintegration.

The company’s geographic dispersion may also create problems in which
objectives may be lost in translation. “A lot of the direction we get is toofspferi
the level of where it's coming from,” said a communication director in the United
States. “It should be very broad, generalized guidelines...but instead it oftearas mi
management, nuts-and-bolts.” Others complained that cultural and geographic
discrepancies render corporate headquarters’ priorities insensitiveededant for
application in the United States. For example, through the press release lapprova
process, the company changes United States standard spelling to refigict Brit
standards, and one respondent said, “By the time we get it back down, it's incredibly
filtered and sanitized—it doesn’t even make sense for a United States gamopah

Interpreting corporate directive®efense Inc. leaves interpretation of
corporate directives to the operating groups, though they “step in when they have to”
or if somebody “raises the red flag.” For communicators, the most common set of
directions is the company’s top ten corporate objectives, which it publicizes in
corporate meetings and forums, and in internal communication material.

At a recent media relations forum in which all the media relations directors
across the United States and throughout the operating groups attended, an executive
from corporate headquarters spoke on the current priorities and initiated discussion on

these objectives. The executive formed teams at the forum and led brainstorming
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sessions on how objectives could be fulfilled from a media relations standpoint.
Communicators said that this process in which headquarters “comes up with the
overall strategy” and then leaves it up to the operating groups to “provide input” is
common, and communicators directors have “the latitude” to enact stratégyas t
see best.

“There’s a lot of leeway in the sense that once we get someone from

headquarters, we need to communicate the company’s strategy this year.

They give you some sort of guidelines, but it’s really within our operating

group that it's at my level to come up with specifically how we want to

communicate.”

Integrating communication toal®ne of the base considerations of integrated
communication at Defense Inc. is synchronizing communication materials for
consistency to reflect a unified company brand and set of values. As such,
communication executives have taken the initiative to establish document teamplate
and standardized frameworks for communication collateral.

One key area is press release creation. With hundreds of offices across the
country and throughout the world, templates for press releases have been varied,
causing inconsistency in presentation. To remedy the problem, the Unitesl State
director of public relations created a document template on which all presseele
were to be created, and he also designed a writer’s guide to facilitaist@orys in
both presentation and content. “Once we started to synergize so they looked the same,

everybody was more comfortable,” he said.
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In order to ensure consistent messaging across the company, the corporate
headquarters provides key messages for operating groups to incorporate when
distributing a message. One communication manager said, “My hope is that wheneve
we get publicity, at least one of those key messages would be included.” Iayhis w
the company seeks to ensure that messages are the same “acrosgé¢ne fdifkets of
communication.” Communication material demonstrates a consistency in mgssag

Some of the consistent themes and messages include being a trusted partner,
being a reliable and stable growth company, as well as real performahce an
unrivaled technical support. Each one of these messages, as well as othge messa
priorities, are distributed through company forums and then conveyed through all of
DI's events, videos, brochures, and communication material. If specific reessag
not word-for-word consistent, company communication directors explained that the
essence of each message, whether internal or external, should support the larger,
strategic messages. One respondent even suggested that the company set up a set of
talking points to help direct communicators stay “on message.”

In addition to message consistency, the company also emphasizes image
consistency. For one, Defense Inc. “won’t let people start branding—making thei
own brands. All of our companies are considered Defense Inc. and they have one
logo,” said a media relations director. Logos for each one of the operating groups
feature the main company logo as a primary graphical element, anceatigmof
the operating group’s name or imagery is secondary.

The primary benefit of synchronizing messaging and imagery is credibility

born in consistency and message reinforcement. A media relations dirgitonext,
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“It adds to the credibility of your company. If everyone is saying theesam
messages...| think it just keeps reinforcing that message and it adds to your
company’s reputation.”

Integrating channels'lt's not rocket science,” one communication director
said “We use a variety of communication methods to reach our audience, wherever
they are.” Integrating communication channels involves strategioadirdinating
media outlets for the most effective impact on stakeholders. The United States
director of public relations described channel integration as “surround sound”:

“We need the positive press out there, we need that drum beat to kind of form

the atmospherics. | used to call it surround sound, people are more inclined to

believe what they experienced from a variety of channels versus one.”

On the internal side of the business, communication directors are also working
to integrate communication across media channels. In a recent initiaftledent
“One Phase,” the company is encouraging all of its operating groups and divisions to
abandon their individual internal intranet portals and feed information into the
corporate internal portal. Another internal challenge is coordinating offietia
with online media, because 40% of one operating group’s workforce does not have
access to the Internet.

Integrating stakeholderg\nother level of integrating communication is
targeting communication activities for specific audiences, while styito keep
communication consistent across all stakeholders. One underlying theme that the
United States side of the business encourages is the notion of “what you tell one, you

tell all.” In other words, “Make sure whatever you tell the Hill, is alsotwba tell
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employees, is also what you tell the local media,” as the United Statetodot
public relations explained. This need for consistency was also reflectedussiens
at the media relations forum.

Stakeholder recognition recognizes that though “top level messages don’t
change, you just tailor them a bit differently” for each audience. For@gameing a
“trusted partner” is a broad message that applies across stakeholdess]llmg the
facts of a particular vehicle to a specific customer wouldn’t be a messtgmt
send to the community.”

At a broader level, integration of stakeholders constitutes targetindea wi
variety of stakeholders who may possibly have a connection with the organization.
One operating group’s 2009 Communication Strategy presentation designates top
priorities for stakeholder groups as ambassadors, advocates, and supportess, and al
lists specific objectives for each audience.

One example of targeting a wide-variety of stakeholders was discussed by the
United States director of public relations. Recently, a site in southermstsite
planning to release its annual report on the economic impact that the site had in its
capital city. As they sent the press release up the chain of command, the public
relations director noticed that they were targeting only local media, anithélya
failed to recognize that “up the road in [another city], the company has over 2000
employees that are building vehicles to protect the soldiers.” So, he instructed the
on expanding the reach of the piece to consider other state facilities and produce “one

single integrated release” reflecting facilities in the statéissc
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Cross-functional integrationin spite of top-down directives, guides, and
policies, communication directors admit that Defense Inc. is not as integsated a
could be.

“We’'re kind of fragmented and the reason that | keep stressing that is hecause

even though we’re a top defense contractor, we've gone through so many

acquisitions and mergers that we are like a brand new company. We're
continuing to try to develop some processes and policies, and standardization
within the company that makes sense.”
To that end, the company is working to further integrate communication by
encouraging cross-functional and inter-departmental coordination. One respondent
said:

“You're fooling only yourself if you think you can do anything unilaterally,

within an organization, because in organizations today...nobody is just

haphazardly off on their own...if your marketing team isn’t talking to
advertising, your public relations team isn’t talking to advertising or
marketing, and marketing isn't talking to tradeshows, you're losing a huge
opportunity to really do communications right.”

There are several communication events in which communicators and
marketers work together. For example, the company uses military-adriente
tradeshows to promote its capabilities, and each event requires collaboratiearbetw
marketing and public relations. One marketing director said, “I might be planning a

huge tradeshow and in that environment, there are a lot of opportunities for
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interviews, press releases, and media activity. So we tend to work together the mos
Organization newsletters corroborated this coordination.

The company also puts together cross-functional councils for major business
initiatives. For example, in a recent product pitch, a client’s interest in theary's
aerial offering began to wane. The director of public relations explaingdt dat in
a room everyday with business development, government relations, supply
management, program management, all of these people, and everyday we timed to w
this competition.”

In spite of the above-mentioned efforts, collaborative efforts also agplear t
situational or limited. For example, one operating group’s internal commiamicat
director works primarily with human resources, but has not collaborated with
marketing or business development. Another communication director commented that
though a lot of people are talking about integrated communication, it is a challenge to
make initiatives cross-functional.

Perhaps one of the greatest challenges to effecting cross-functional
coordination is the complex structures linking operating groups and the organization.
For one, national level priorities are handled by DSI, the United States headgjuart
while local level issues are managed by the operating groups and facititiesiiag
to interviews and the media forum | attended. To add another level of complexity, one
operating group within the United States also maintains global sites and home
markets, making it less relevant to coordinate with the national headquartetspbut a
making it difficult to side-step the rigid structure and work directly with the

international headquarters. One manager explained, “DI does integrated
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communication pretty good at an individual site basis, but we’re not coordinated as
one company.” One communication director confirmed this assessment, when she
explained that she is more likely to work in unison with her fellow colleagues at her
operating group, whose offices are in the same hallway, than she is to coondimate
the national headquarters a few blocks away.

Communicators indicate that this inconsistency in alignment across operating
groups leads to inefficient communication. “We have different sites...and ttadly're
doing advertising in the publications that they think are appropriate,” said one
communication manager. “The problem is, nobody actually knows what any other
site is doing...if we all show up somewhere and there’s three ads for DI in one
magazine, that doesn’t make any sense!” This manager further explainecbthat, f
local level, communication may be integrated well, but the company isn’t “dossg |
broadly as we should.”

Relationship-based integratiofhe priority in advancing integrated
communication at Defense Inc. is increasing interaction among the company’
personnel to improve internal relationships. Company-sponsored communicator
forums are one venue the company has pursued to facilitate such interactions.

Forums are more than training sessions. Rather, the company schedules time
for operating groups to showcase their successes and lessons learned ted ireflec
my experience at the media relations forum. Team-building activities amnacine
sessions where participants provide input and raise concerns are also &kiadlima
these events. On more than one occasion, the United States public relations director

told me that the value of these forums is in their capacity to facilitateoredhip-
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building. In one illustration, he told me of two colleagues, separated by over 3,000
miles, who met for the first time at a communication forum, and in their casual
interactions, discovered a beneficial overlap in their needs and ended up working
together.

Corporate communication directors envision integration as a self-initiated
process. As the United States public relations director remarked, “Collabosation i
go to headquarters and come back down. It's talk to each other! Work together!”

Several communication directors discussed integrated communication as
relationship-based initiatives that lead to serendipitous coordination. One director
admitted, “To be honest with you, | don’t think anyone is leading the effort. | think
it's when you need something, you just take it upon yourself to make it happen.” She
further explained, “Because there is not a hugely integrated approach hehad'te
build these relationships on my own.” Integrating communication requires
communication personnel to “build relationships on [their] own,” “keep plugged into
what [others] are doing,” and “connect the threads” of what the company’s
departments are doing. The need to remain connected was also emphasized in the
media relations forum.

In this way, information sharing is an emphasis in building internal
relationships that lead to cross-functional coordination. For example, in one operating
group, the communication directors act as liaisons with each of their lines ofdsusine
to ensure coordination. Some respondents discussed a constant interaction and

information-sharing between themselves and their colleagues. One tifiexefor
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example, explained that his colleague at the international HQ, with hdrdiwvdead
time, informs him on emerging issues before they hit the press in the Unitesl Stat

Even at its most basic level, several respondents discussed the influence of
working well with or liking someone has on building cross-functional coordination
and integrated communication. One communication director commented, “| feel like
we a lot of it has to do with personality...Our group here, we just tend to really get
along, and like to work together.”

In summary, Defense Inc. maintains an authoritative structure that infaience
the level and implementation of integrated communication. Whereas integration fr
an external perspective emphasizes coordinating the look, feel, and messaging of
communication collateral, the greater initiative—and consequently, thergreate
need—may be increasing internal interactions for a more relational-lvésgchtion

that is self-initiated, serendipitous, and organic.

RQ 2: How is public relations and marketing differentiated under the ¢aftex

integration?

At Defense Inc., multiple positions fulfill public relations responsibilitres i
strategic relationship management. In addition to directors of public relatidash
the United States and international headquarters, each operating group houses a
director of public relations and directors in other communication fields. Acgptdin
interviews and organizational hierarchies, public relations directors areriyima
tasked with media relations and publicity, while other communication positions fulfill
strategic relationship management objectives, but are not referred to as public

relations. Additionally, marketing is considered a communication function, but its
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roles include business development and sales. Two traditional subdomains of
communication and public relations fall outside of the communication group:

government relations and investor relations.

Public Relations as Media Relations

Public relations is defined as media relations, and public relations directors
comprise a company-wide group of media relations professionals. At a rezdiat m
relations forum, the only company members in attendance were public relations and
media relations directors. Other communication positions, like marketing, public
affairs, internal communication and corporate responsibility were notied|(the
company hosts forums for each of those communication positions separately).

One manager who is involved in media relations defined his role as “talking to
reporters and pitching our stories to them” and an operating group vice pregident
communication said, “Public relations is predominantly media relations—though
there’s a community relations aspect and some reputational managementublit.” P
relations forums and company conferences emphasize practitioners’ rolegian m
relations, and provide practitioners with key strategic messages to weatteein
press releases and media interviews.

Public relations directors lead the outreach effort for Defense Inobslgl
company and facilities, connecting company representatives with medidiqmnacs
and facilitating interviews and publicity opportunities. One public relationstdirec

said, “I meet with reporters everyday and I try to help the media team basical
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become better at conducting media outreach so that we can be known as one of the
companies that is most responsive to them.”

Media relations responsibilities for public relations practitioners agrief
Inc. span the range of trade, consumer and specialty publications that cover
aerospace, defense, and security. One public relations director explained that in
working with these media outlets, the company uses a pull rather than a pusly,strateg
in which local and national media pull information from the company for stories.
Discussions at the media relations forum also reflected this pull-ora@ntdt this
end, the national Headquarters facilitates relationships between the metbaa
units or facilities:

“We sometimes play those same kinds of roles as we would when we're

dealing with government relations at a local or state level—we help the publi

relations team maintain media relationships, make sure that the media are
aware of what they're doing and being a third party endorsement to the
media.”

Under the heading of media relations, public relations practitioners aldb fulfi
roles in promotion. “I would say that my goal is to promote our capabilities in
whatever form that might be, to keep our programs sold,” said one public relations
manager. Another respondent who manages sponsorships and charitable giving
revealed, “Our goal for communications...is to assist in promoting the company and
winning contracts.” One executive painted a revealing picture of publicoredads

promotion:
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“While marketing and business development knows how to work with their
customer in developing relationships with them, they don’t really know
anything about how to promote or draw attention to their products. And so,
while they may be happy to go in with a Power Point presentation to talk
about all the gee whiz stuff, it's being able to make it look sexy and make it
look interesting, and make it attract attention. And that's another area that has

sort of been absorbed into the communication’s role”
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Public Relations as Strategic Management

Whereas media relations dominates public relations roles at Defense Inc.,
according to interviews and discussions at the media relations forum, roles also
expand beyond media relations, as practitioners “reach out to constituent audiences,
whether it's media or board members or customers,” according to one executive.
Some referred to their roles in terms of involving stakeholders with the company.

Consequently, communication roles are designed with stakeholders in mind.
The marketing director of one operating group explained that dedicated roles to
employee communication, media relations, marketing, and community relations,
mean communication is categorized “by audience, internal, external, and
community.” In managing stakeholder priorities, communicators fulfill #mawg of
communication responsibilities, or as one executive explained, “You might do
internal communications, but you also do media relations.” Another respondent said,
“I'm a communications manager. I've done just about anything and everything from
publication relations, to marketing and advertising.” Discussions at the media
relations forum were consistent with this finding.

Other functions that fall under communication include employee
communication and internal relations, corporate responsibility, sponsorship and
charitable giving, as well as public affairs. One communication directoages
volunteer efforts across the company while also managing executive speaking
engagements and public access.

Communicators also fulfill communication advisory and strategic counsel

roles, though some of these roles appear to be informal. The internal director of

177



communication indicated that she tries to be seen as a communication advisor to
human resources. The media relations director at one operating group gimilarl
described her role as a strategic counselor, and she often provides genagdrsa
advice on the public relations implications of their decisions.

In these advisory roles, public relations directors and heads of communication
reinforce strategic relationship management as a priority in fulfiteésgonsibilities.

The national public relations director said he often encourages communication
professionals at the company to go beyond sending communication material to
interact personally with target audiences. “| tell marketing, ‘W&ateventing you
from going and talking to your customer and laying out your story?” The dirafctor
corporate responsibility at one operating group also described her purposes as
relational, as she tries to involve key stakeholders in everything she does.

Overall, from a broad perspective, whether public relations and
communication are defined as media relations or stakeholder relations,
communication functions are designed to support organizational objectives. One
communication director said, “The business objectives exist to provide shareholder
value.”

Marketing as Business Development

Marketing at Defense Inc. fulfill business development and sales objectives,
and fulfill responsibilities around external company advertising and brand poomoti
One respondent explained that marketing comprises “advertising, tradeshows and
events, and coordinating the trade and services media to make sure everything is on

brand, and to promote the company mostly externally.”
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A dominant responsibility in marketing at Defense Inc. is tradeshow planning
and marketing. The communication director of one operating group explained:

“In the marketing apparatus, | have a marketing director here who plans

tradeshows—250 different tradeshows all over the world—and all the

collateral videos, strategic messaging and everything that goedaiith t

Marketing also leads the business development process, though several
respondents indicated that the process of winning contracts comprises both the
marketing and media relations functions. Tradeshows and contract bids often include
both public relations and marketing, as the two functions tend to work together for the
benefit of the event or proposal. One public relations director said that though
alignment sometimes leads to a “periphery of friction between business deveiopme
and communications,” that the two work together in harmony.

In fact, marketing often relies on public relations to add credibility to a
marketing message, by setting up an interview or garnering publicity around a
promotional endeavor, according to interviews and discussions at the media relations
forum. In particular, during the decision-making phase of a government dpittigc
common protocol that there will be a “silent period” in which Defense Inc. niagket
executives are not allowed contact with the client. In these instances, ¢kdlise
help of the company’s public relations function, who can publicize company
initiatives and provide positive messages about Defense Inc. and its cegzabilibe
media that clients read (i.e. trade publications and defense industry magazines

Marketing also may be network or relationship-oriented, given that the

company operates in a highly hierarchical and political industry like nyilitdre
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United States public relations director, in describing the marketing function,
explained:

“Marketing gets a little corrupted in our industry. We have business

development, which is a lot of retired military officers who understand the

requirements of the military. The military says, ‘I need a new tankered a

new vehicle that will pass fuel.” And we have marketing people called

business development who are supposed to work with the customer and help

them understand our capabilities.”

Consequently, the marketing discipline at Defense Inc. may be more relational
and interactional than it is advertising-oriented. “As a whole,” said one
communication manager, “we focus more on doing public relations and tradeshow
marketing than we do on advertising.” Another respondent explained that mdsketing
focus on tradeshows puts a focus on relationship-building. “When we go to a
tradeshow, it becomes a very useful way of building relationships and communicating
about our next generation product, the latest in protective vests for the midétary,
example.”

In conclusion, differentiation between public relations and marketing is based
on sales. Marketing leads company interaction with customers and fulfilleelasi
development needs in progressing clients to a purchase. Public relations and
communication, on the other hand, fulfill support functions for business objectives.
This includes strategic relationship management with stakeholders, sesving a
communication advisors for internal communication and issues, and providing media

relations and publicity for company products and initiatives.
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RQ 3: How do relationship approaches of public relations in the literdatlpe

explain the role of public relations in integration?

Relationships play an integral role in communication and public relations at
Defense Inc., and while external relationships are a priority evident ipaggm
directives, forums, and interviews, internal relationship management, though not
mandated, may be an emerging emphasis for communication professionalsl to fulfil
their responsibilities. In particular, communication professionals anBefic. are
tasked with navigating both external and internal relationships for the benéfit of t
company, by identifying strategic stakeholders, maintaining an open line of
communication with stakeholders, and keeping internal clients satisfied.
Relationship Connections and Antecedents

Relationship-building is purposeful and strategic at Defense Inc.
Communication and marketing professionals are expected to develop and maintain
fluid external relationships that bring the company value by identifyiag th
connections between the company and its stakeholders. Internal relationships are
equally important, as employees are expected to understand the hierantbynad
relationships and standard protocol, even though these “policies” are unwritten. In
fact, policies in the procedural manuals are general and do not appear to address
specifics of communication.

External connection€xternal relationships are built on purposeful, strategic
connections between Defense Inc. and stakeholders who may provide value to the
organization. This may be most evident in the company’s community relations and
corporate responsibility initiatives. “The company really wants us to be imghs a

where we live and work,” said the manager of corporate responsibility for one
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operating group. Consequently, executives and employees are encouraged to ge
involved and volunteer with local community initiatives to identify and magnify local
community connections to the organization.

In addition to recognition of community connections with the company and its
facilities, there is a deeper relational endeavor to recognize conndbgor@mpany
has to its end product users—military personnel—and the people that matter most to
that group. The head of corporate charitable giving at an operating group explained:

“We have three areas that we focus on when it comes to sponsorships,

philanthropic gifts, and volunteer efforts. Those are charities or non-profits

that support our customer—our armed forces—charities or non-profits that
support the families of armed forces, and charities and non-profits that support
education efforts.”

Identifying the gamut of publics with whom the organization could have a
connection, or could pursue a relationship, may be a central theme of relationship-
building at Defense Inc. One executive explained, “I think we're constantlinig
about who else needs to know about [our initiatives].” As such, communicators build
relationships with a broad cross-section of media relations professionaks;ymil
personnel, non-profit organizations, and those with any connection to the military.
This finding was reflected in both interviews and the media relations forum.

To emphasize this importance, the company recently launched “the customer
affinity” campaign, in which employees are made aware of the immediatetianu

connection to the military personnel they service. One respondent said building this
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awareness could be as simple as posting pictures of soldiers walking dowedtse st
in Baghdad with a caption that reads, “This is our customer.” One executive said:

“Customer affinity is for the folks in the cubicles, the HR and the finance and

the legal folks who probably have never even seen any of the vehicles we’'ve

built...How do we get them connected and make them feel that same sense of
purpose...that my little cog here is just as important in the overall scheme of
things to make sure that that guy has got a vehicle that’s protectiriig las |

has the right body armor.”

Internal connectionsRkelational connections to internal stakeholders may be
just as important as those with external stakeholders, though this importance may be
under-recognized. One public relations director commented, “I've seen good public
relations people create great relationships with the media, but they blur tekeirds
internal customers.” These internal customers include fellow employeeagars,
and Defense Inc.’s hierarchy of executives.

In addition to the rigid reporting structure that Defense Inc. maintains, there
are also a set of relationship structures that employees are required taenawvtpe
realization of their daily activities and responsibilities. More than one megpb
described this as a political bureaucracy in which one must ensure that internal
connections are identified and that everyone is “happy”. One respondent said:

“We have our internal politics, so we have to keep everybody happy. And it's

interesting at the operating group level, you serve many masters. Yotohave

keep the North America group happy. You need to keep the international

group happy. But you also need to acquire businesses and help them do
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business. So we have to help those lines of businesses make their numbers, all

while keeping all the bureaucracy and politics in order, and keeping

everybody happy at the higher levels.”

One communicator explained that not every employee adapts well to this
system. One employee the respondent managed had difficulty working \Wehin t
system, according to the respondent, and found himself in trouble for not using the
proper internal relational lines of operation. The respondent explained, “There’s no
playbook for this, and that was part of this guy’s problem. He’s like, ‘Where’s this
stuff written down?’ It's not written down, it’s just the culture of the compgany.

The importance of recognizing internal relational connections and the
unwritten mode of operations is critical to ensuring that projects receive approva
One communicator referred to it as “stakeholder engagement,” a processhy whi
company personnel must engage internal stakeholders early to keep them leappy. H
explained:

“What you have to do is identify who the stakeholders are, who are the

potential naysayers, and get to them early. You go ask for their input, make

them feel like they’re involved in the process, do all this upfront work, and
then come back, come up with some stuff, incorporate some of their
suggestions, maybe go back and re-engage the stakeholders and then as you
develop the thing and you progress toward an end state, you have to go back
and keep touching base with them. It's almost like you're courting
somebody.”

Relationship Strategies
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Managing internal and external relationships requires recognition of the val
that relationships pose to the company. One manager said, “The only way that we can
compete and grow at a time when defense budgets are likely to go down is by
building relationships in a personal way between our business development folks and
the customer acquisition community.” As such, relationship strategiest i@flec
orientation toward engaging stakeholders on a personal level, keeping stakeholders
informed, sharing responsibilities, and fulfilling stakeholder needs for miogunafit.

This emphasis on personal engagement was consistent throughout interviews,
discussions at the media relations forum, and in internal company newsletters.

Creating personal connectionRelationships at Defense Inc. are considered
personal and involve an interpersonal orientation toward building and maintaining
long-term relationships. One communication manager said:

“Communications has always been about relationships, so you’re managing

your personal relationships or you're managing the relationships of every

person you run into and if somebody asks you for information and you don’t
provide it, guess what they’re going to do? They’re going to get a perception
of your organization, whether it's good or bad, it’s reality. And you want to
manage the best relationships possible.”

Relationship building at Defense Inc. involves engaging external stakeholder
on a personal level. One area in which this is particularly evident is the
aforementioned emphasis on taking care of military personnel’s most important

needs—their families. Strategic outreach in DI's philanthropy effortssigied to
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create a relationship between the company and its end users through the company’s
dedication to end users’ personal priorities and needs.

One executive explained that by showing that the company cares about
customers’ personal lives, the company and customer form a personal relationship:

“Because our customers are involved in fighting wars, one of the big needs is

taking care of their families...where we can touch that soldier or marine or

airman or sailor is by supporting what's important to them back home.

Building the relationships by being involved in things that may mean

something to them, that shows that we care not just about the bottom line, but

we actually care about taking care of them and their family.”

This personal orientation also translates into a personal and intimate approach
to communicating in relationships. For one, many communication professionals
preach the value of face-time and interpersonal dialogue in creatitagianhip.

The national public relations director, for example, encourages media relations
representatives to accompany every press release with a phone cafi-peson
meeting, putting the focus on the personal relationship building opportunity. The
same was said in the media relations forum.

Another illustration of this value on face-to-face communication was evident
during the company’s recent media relations forum, in which the executiessestr
the importance of increasing stakeholder visits to the facility. During maisé of
conference, earning publicity or media hits was secondary to coordinatingts facil

visit by a journalist, a military officer, or a client.
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Executives emphasize the need for company personnel to meet with the end-
user, and, even, accompany field representatives during vehicle maintenarkse che
One executive said:

“It's not very common that you have interaction with the end user, the guy

who'’s actually driving the Fighting Vehicle. The number of times thatame c

reach down and say ‘hi’ to them or help them...is probably not very

significant, though we do make a concerted effort to be out there with our
field service reps to service the vehicle.”

In relationship-building efforts, respondents discussed the interpersonal
communication values of openness, transparency, caring, and listening. One
communication manager said that she uses dialogue and open communication to
“know what [stakeholder] needs are and how we as a company can meet those
needs.” Another communication manager said that in his relations with media, he
likes to be “as authentic as possible”

Internal relationship-building also reflects an orientation toward being
personal and creating a positive interaction. One public relations diretteyated a
number of times that in his interactions with fellow company personnel that he
prefers to give positive reinforcement and constructive criticism, rdtaermake
critical comments about potentially flawed directions. In our interviewl]ustrated
a recent interaction with another department: “They said, ‘What do you think of this
idea?’ and my brain was saying, “That idea sucks!” but what my mouth ended up

saying was, ‘That’s a great start-up idea and let’s continue to refine i
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Listening is another important interpersonal value evident in relationship-
building at Defense Inc. One communication vice president explained thaigsteni
everyone’s opinion is a beneficial way to create internal harmony, even ifoitespr
can be cumbersome: “Everybody wants to have an opinion. You have to listen to
everybody. All voices must be heard. All feelings must be considered, and it's very
cumbersome.”

Perhaps, because of this value on personal relationship-building, the company
invests a significant amount of communication funds and effort in a highly personal
medium like a tradeshow or a company forum. According to interviews and meeting
discussions, tradeshows, in particular, represent an opportunity for communizators t
meet with a wide variety of stakeholders, including military personnel, media
representatives, combat enthusiasts, and even people looking to build their career in
the defense industry.

Informing stakeholderdnformation sharing is a valued strategy in building
both internal and external relationships. Communication professionals express a need
to make sure that all internal and external clients are apprised of compaativéest

Knowledge is a valuable commodity at Defense Inc., especially insider
knowledge required to fulfill roles and objectives. One communication manager
explained its importance: “Knowledge is the base of what the public relggorssn
does. The more knowledge they have the easier it will be to describe to therreport
the marketing person why they should do something.”

Consequently, knowledge sharing between personnel at Defense Inc. appears

to be a priority. One communication representative, for example, said that
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sponsorship and charitable giving initiatives should operate on keeping internal DI
colleagues informed by “posting or doing a regular update on different charitists.. .
to be able to promote what we’re doing.” This theme was echoed in the media
relations forum | attended.

Another respondent said that sharing information between media relations
employees about a journalist is a valuable endeavor. He reported that médiasrela
practitioners can put out a message inquiring about a particular news outlet or
journalist, and he or she can expect a response, like “Yeah, I've worked with him
extensively, he’'s a good guy’ or ‘He comes across brisk on email,” or ‘Watch out
we’'ve been set up before.”

Sharing information may have an even more pronounced position in external
relationship-building, especially with media professionals. Communicatioagess
commonly expressed the sentiment that “because you're delivering key atifmmm
that they need, on time, at the appropriate level, they appreciate it.”

Communicators often seek to build relationships by assuring stakeholders of
the Defense Inc.’s legitimacy as a “trusted resource for informatforother
respondent said that he often tries to support marketing efforts by sending out
information to news media to ensure that a proposal is credible and help potential
clients “believe that we’ve done this kind of work before, and that we can do it now.”
One line of business has even set up a web portal where artillery enthusiagés ¢
the latest news on military artillery.

Sharing tasksln addition to engaging stakeholders on a personal level,

communication professionals at Defense Inc. also seek to support stakelmolders i
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their responsibilities and issues. Service and helping were a common theme
underlying interviews and observation.

“I reach out purposely to find out how | can be of support,” said an internal
communication director, “I just see my role in supporting the other functions at the
operating group level. Nine times out of ten, they don’t need anything, but...I like to
let them know I’'m here.” She further explained that she has built good relationships
with human resources because of this supportive way she approaches them. “We're at
a place now with a lot of these groups where they’ll even include me in their staff
meetings,” she commented.

Others similarly shared experiences of building relationships by providing
support or assistance even when it is not requested. For example, one director in the
United States relies on a colleague in the international headquarters wha,fiwé-
hour lead on news, alerts him to emerging issues. A public relations director al
explained that he has “built inroads” with government relations staff byrafférem
advice on their communication efforts. Finally, the company holds communication
forums to facilitate such assistance.

Outreach for relationship building even transcends functional boundaries. One
marketing director explained:

“Even though I'm a marketing person, if...l see that there are some

opportunities, or something [a colleague] could benefit from or help us out

with, | always reach out to get [the colleague] involved. And, that's because
not only are we trying to do our own thing, we're considering the other pillars

of communications.”
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Building relationships through outreach also applies to external relationship
activities. One respondent explained, part of our brand is looking out for our
customer’s needs and taking care of them and that includes the families...We look at
the relationship being a community and a family and taking care of all of them.”

Ensuring mutual benefitFor a company of our size, our goal is to do
good...but our second goal really is to find out how it is going to benefit the
company.” Defense Inc. communicators commonly discussed relationship
management as ensuring that both the stakeholder and the company benefit in
interviews and meeting discussions.

Mutual benefit may be born in strategic overlaps. For example, the company
often looks for charitable initiatives that either involve employees or rieldke
company’s objectives. Furthermore, one corporate responsibility manayshea
looks to sponsor charities that can get DI employees involved in renovating
playgrounds or other community issues.

Other ways the company seeks to fulfill stakeholder needs for a mutually
beneficial relationship include the company’s sponsorship of educational programs.
In one particular initiative, the company sponsors a high school robotics competition
as well as several hundred high school teams to compete in building robots with
several levels of functionality. For high school students, it represents an opyortuni
to further education, earn valuable professional experience, and start teens on a
promising career path. For the company, it represents more than just brand

recognition and the halo effect of supporting such an initiative. This strategic
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objective was reflected in both interviews and newsletters. One public relations
director explained,

“We’re not even concerned about our messaging, because it's already imbued

in there...The fact that Defense Systems Inc is mentioned or not mentioned

really doesn’t matter to us, because what we’re in it for is the philanthmopy i

driving interest in the initiative and driving interest in engineering schamls, s

that our future workforce, which are these kids, will grow up to be engineers.”

The company may also sacrifice for the needs of its stakeholders. The
company sponsors a human terrain system initiative which provides military units
with cultural anthropologists in Afghanistan, Iraq, and other war zones. This program
is designed to “help the military understand the environment they’'re workimglin a
how to deal with tribal issues and customs and not make cultural mistakes,” said one
respondent. Though the program has been a valuable one for the military personnel,
the company has lost three members of their personnel to bombings, according to a
newsletter article.

Communicators at Defense Inc. appear to take an approach to building
relationships that involves giving before receiving. The director of cogorat
responsibility said, “I have always been of the mindset that in order to gethsognet
you have to give something. So, | know that there are good relationships | have to
invest in.”

Another respondent said, “In some cases, we spent our own dime to ship the
vehicles to the combat site just because we knew that for every vehicle weogot i

the country, we were saving lives.”
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Meeting expectations is another theme in relationship management. “I think
we are a company that really focuses a lot on performance,” said one respondent.
“When we say we’re going to deliver something to you, it's on schedule and it's on
budget. We spend a lot of energy focusing on that and really anguish when we come
up short.”

In fact, performance and shareholder value sit at the top of the company’s
global strategy, which is “to deliver sustainable growth in shareholder valoeiiny
the premier global defense, security and aerospace company,” accoriditegrial
company presentations. Throughout company publications and meetings,
management reiterates the theme of performance and meeting custpentatons
on quality and execution. Language in some of the strategic objectives g)clude
“embed a high performance culture..,” “further enhance...execution capaljilitie
“develop a partnering approach to meet customer requirements,” and “ecreas
sharing of expertise...between our global businesses.”

Additionally, an article distributed in the company’s newsletter explams t
company’s current theme of “total performance.” The article, bylineté&EO,
reads, “The focus of the Executive Committee is total performanceshgaery
aspect of the way we do business, not just financial and program performance, but
also business conduct.”

Relationship Outcomes

One of the underlying goals of close, personal interaction with stakeholders is

to engender involvement with the company, and, like a cycle, to encourage further

personal interaction. Common throughout interviews and observations was the notion
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that good relationships lead to further involvement and face-to-face interaatien. O
executive said that through personal relational efforts, “We get more media at our
site. We get more customer visits. We draw more general public attemtidrat

we’re doing there.”

Another communication manager explained that, in using social media tools
to interact and manage relationships with stakeholders, he hopes to encourage
involvement in the company’s area of business (cannon artillery).

“That’s the reason we’re out there with this website so that we can get cannon

enthusiasts engaged in what we’re doing, and it was argued early on that we

wouldn’t get any membership, really how many members are there that are
interested in cannon artillery? But we’ve got 2000 members now, and traffic,
close to 50K visitors a month, so we’re doing all right.”

Involvement as a relationship outcome also relates to ensuring dependability
and gaining trust from stakeholders. The marketing director of an operating group
referred to ensuring reliability through communication consistency:

“I think it helps build good relationships and goodwill, and consistency and

trust because the more consistent and reliable we are in our messages and the

more they spill over into other aspects of communications, the more our
audiences are going to be able to recognize us and depend on us and
understand us.”

Additionally, involvement may be considered an emotional construct. One
communication director spoke of involvement in terms of the feeling the company’s

brand engenders in stakeholders. “What does DI stand for? When you hear the
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company’s name, does it garner a feeling about how you view your customeri? Does
garner a feeling about how big you are?”

Involvement also extends to internal stakeholders, particularly employees.
Respondents often echoed the theme that “we protect those who protect us.” Inherent
in this tagline is the notion that everything an employee does contributes to saving
lives, and the company often endorses internal initiatives to improve employee
engagement on those terms according to interviews and communication material. Fo
example, the company posts pictures of soldiers using company products around
facilities and has even passed around a metal fragment of a company asitliety
with the words “this vehicle saved my life” scratched into it.

In conclusion, strategic relationship management at Defense Inc. involves
identifying stakeholders and relationship opportunities for both stakeholder and
company benefit. Relationship building activities include meeting stakeholder
expectations and needs, getting involved with the issues that are important to the
company’s stakeholders, and, overall, engaging stakeholders on a personal level,

through interpersonal interactions.

RQ 4: Does the level of integration influence public relations’ aietsvin strategic

relationship management?

Integrated communication is an emerging influence at Defense Inc. Though
communication material reflects consistent messaging and imagentgdemeernal
levels of integration may be underdeveloped, and there is a need to increase cross-

functional coordination and internal consistency.
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Still, integrated communication appears to have an influence on
communicators’ and public relations practitioners’ roles and approaches egistrat
relationship management. Effects are most evident on the surface level of
communication—that is, in communication techniques and collateral material like
messaging, press releases, and promotions material. Integration mayla¢swe
identification of stakeholders and strategic relationship priorities andti@stj as
well. Additionally, communicators’ roles appear to be influenced by integrated
communication—as they are often the ones leading the process.

Influencing Surface Level Communication

One of the main tangible effects of integration on strategic relationship
management is messaging and communication material. Integratedymgssa
strategic and communication activities are designed to fulfill orgaorgdti
objectives by including common themes, taglines, keywords, and strategiagess

In fact, as Defense Inc. moves toward higher levels of integrated
communication and greater reach of coordination, managers require more nowysiste
in press release production between operating groups and lines of business. The
United States director of public relations who is leading the effort to symizier
press releases explained:

“Everybody wanted to do their own press release—one for Hawaii, one for

California, etc.—and | said, we’re not going to do 20 different press releases.

We don’t need to do it. We're going to do one document.”

He further explained that to those employees who complain that one universal

press release would strip it of local relevance, he responds, “When you pitabryhe st
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and you follow up, localize the story verbally. Pick up the phone. Talk to the
reporters.” In our interview, he told me that he met a lot of resistance, but he had to
“force a consistent process on them.” The result: instead of “getting pocketalof loc
stories...[the company] earned top-level national stories and lots of logakstor

Some said in interviews and meeting discussions that, in spite of the values of
consistency, this can also render the press release ineffective and bland. One
interviewee said that this process to unify press releases ends up begring fil
process that renders the release ineffective, especially when trse fedésato go
through the international headquarters. “There is no US reference and ...a l@f tim
it's so generic it loses its impact.”

Another communication professional similarly discussed some frustration
with synthesizin@ll communication material. Her group had been part of several
mergers over the last few years, and in order to unify the employees shenitbrks
as the internal communication manager, she planned to launch an effort to publicize
the values that connected employees in the group. She was rebuffed by theecorporat
headquarters because the communication material was not consistent with the
messaging and branding of the company. She said, “Because we had developed these
posters, also some collateral material that would go along with this campaidn...tha
was a little bit too off the company branding, we looked like we were trying to do our
own thing.”

The influence of consistent messaging also extends beyond communication
material, and is evident in the way the company encourages communicators to

interact with clients, customers, and other stakeholders. The marketirtgrdioec
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one operating group said public relations has to “be right out there with all of the
trades and journalists understanding the strategic direction of the compadny, a
clearly communicating the messages consistently. If they’re not dahthén we're
all in big trouble.”

The emphasis for communication professionals to be “on message” also
involves representing corporate branding in conversations. One public relations
director explained a recent emphasis on re-introducing the Defense Inc. brind to a
clients and stakeholders as part of the company’s efforts to integrateucocation.

To this end, he instructed communicators to emphasize the DI brand and start with
“Hi, I'm from Defense Inc.” and when people say, who is Defense Inc.? The first
answer is, ‘I'm Defense Inc. Remember, I'm the guy that’'s been heyedos...we

do these cool things.” This focus on capabilities permeated discussions in the media
relations forum.

Integrating communication not only involves maintaining consistency in
words, it may also entail synchronizing words and actions. One respondentrederre
this concept as “strategic communication” and explained that comprises &ffort
“align your individual words and actions and ensure continuity in what you say and
what you do and what you're shown.”

In spite of efforts to keep everyone on message, the company still faces
challenges. For one, not all global employees have the same access to tlaecorpor
intranet. One internal communication director said, “It is a little bitlehging...our
non-US employees can't access [the intranet].” She explained that the profdgms

be related to the operating group’s position in the company. Because it operates f
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the United States, it reports into the national headquarters, Defense Systeimst

it is also the only operating group in the United States that has global opgraind,
as she commented, “It's challenging having the US headquarters in the midglle. T
handle a lot of benefits...that only affect our US employees.”

Setting Stakeholder and Relationship Priorities

Integrated communication also appears to influence relationship management
priorities, including identifying stakeholders and opportunities, and defining
relationship activities so that all relationship efforts reflect cotpggorities. This is
particularly evident in community relations and corporate outreach.

Setting prioritiesThe company strategically selects sponsorship and
charitable-giving opportunities that reflect the corporate priorities aheks. “We're
ensuring that our lines of businesses outside of headquarters are engaged in local
community activities that align with our mission,” said one corporate resplitysibi
manager. “We can certainly do lots of things in the community, but if they dagrit ali
with our mission, it really doesn’t make sense for us.”

This is “a new piece for our company,” said the manager, and it represents a
cultural sea-change for Defense Inc. Recently, managers would seledtyatbaar
he or she favored without much thought to the strategic value of the receivet, In fac
there is some indication that this still happens, as one communicator revealed that the
headquarters supports local rugby teams and other initiatives that do not rdlate to t
company’s strategic goals.

Strategic choices for partnerships are required to be “targeted andhhave a

impact from a strategic perspective,” one respondent explained. Partnershige
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educational initiatives that inspire technological innovation, and relationshipshei
USO and other military-based initiatives. Additionally, the company supports
YMCA, Operation Homefront, and Wounded Warrior programs.

Influencing interactiondn addition to influencing strategic priorities in
relationship management, integrated communication also influences the iateract
with stakeholders, themselves. That is, integrated communication leads to working
with specific strategic stakeholder groups to advance the company’swegesét
communication manager stated, “Every plan we put together across the board, we
have key defined audiences...we understand exactly who we’re trying to target,
where we’re headed, and what we’re doing.”

Similarly, a communication manager said that integrated communication
entails a change from how business has been conducted—where managers work
within their personal network of colleagues and friends. Instead, the new order is to
network with groups who make strategic sense for the company, and coordinate
efforts through the proper channels. The manager explained a scenario she had
recently dealt with, in which an individual wanted to give a charitable donation to a
colleague’s organization. The individual was hoping to coordinate the effort himself
through his personal network, but was rebuffed because “there could be six different
people around the world trying to talk to that same General, and without running it
through one single point of contact, that General might say, ‘I'm spending way too

much time on Defense Inc.”™
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She also explained that relationships are very centralized at Defensednc. a
are managed through a chain of coordination. She indicated that the challenge is
reining personal relationships and ensuring that they’re coordinated properly:

“[A media relations professional] might be used to saying, ‘Hey, I'll db ca

that reporter myself, we're buddies’...and in some cases, that might be ok, but

you also need to coordinate it through this chain, because we might be talking

to them about four other things...we’d rather prioritize our messages to them
and go in a united front.”

Creating relationshipsintegrating communication may also lead to more
connections between individuals at Defense Inc. than otherwise. One operating group
communication vice-president said he has to manage every communication through
multiple levels of approvals and interactions before he can fulfill his resplitresbi
He said,

“You have to get to anybody who could Kill [the initiative]. If you want to do

something you have to say, ‘Alright, who can pooh-pooh this?’...It's not

enough to say, ‘Ok, you're the expert, go do it.” Everybody wants to have an
opinion...you almost have to have an integrated campaign plan just to go do
something that should be a part of your job.”
Some respondents indicated that keeping in line with the coordinated relationship
structure at Defense Inc. means keeping everyone informed, even if thegic
time consuming. One respondent said:
“That’s really the best way for me not to get in trouble—to make sure |

coordinate everything through the international HQ, and carbon copy the
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national HQ, just so they know what’'s going on, even though, usually, if it

doesn’t involve the U.S., they don’t care about it.”

Some communication managers revealed that with greater levels of
integration come improved relationship-building capacities. In addition to discss
reflecting this theme at the media relations forum, one communication manager
bemoaned situations in which communication efforts were not integrated, leading to
inefficiency and missed opportunities. In one example he shared, he explained a
missed opportunity because of a lack of coordination. This communication manager
said he has spent an extensive amount of time building good relationships with
military bloggers and may be one of the most recognizable company figaings wi
that community. However, when one line of business outside of his purview
sponsored a military blogger conference, they did not inform him. “l was a little
frustrated over it because | had worked on those relationships,” he said. “Had we been
more integrated, we could have had a different approach in which we may have
gotten coverage on the blogs about our sponsorship of that blogging conference.”

This communication manager further explained that sometimes the lack of
coordination like the episode surrounding the military blogger conference has led to
missing promotional opportunities. “A lot of times, we won’t have ads in a magazine
because we thought somebody else was doing it,” he said. Another respondent
similarly commented, “I think the more integrated you are, the more you make sure
you get all your opportunities. There will be missed opportunities if ymate

integrated.” Media relations forum attendees expressed a similar concer
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Finally, at least one respondent indicated that integration has no bearing on
her relationship-building efforts:

“Regardless of whether there is an integrated approach within the company or

not, | think | have tried my best to involve the key stakeholders and integrate

things as much as possible. Would I like to see more of a focused integrated

approach within the company? Absolutely. Would it make my job easier? One

hundred percent. But has it been ok without it? Yeah, I've managed.”
Influencing Communication Positions

With increasing levels of integration may come increasing respatsgofbr
communicators to lead the integrated communication effort. Communicators at
Defense Inc. take on an “integrator role” in which they make sure thhediLisiness
functions coordinate with communication. The national director of public relations
said, “We try to make sure that at the right place and right time we can bé inyite
or we sort of force our way in, and understand what they’re doing so we can better
help them.” Media relations forum attendees expressed a similar role.

As integration facilitators, communicators fill roles in consulting, ngssa
coordination, promotion of the company’s strategic themes, and employee awareness
of company initiatives. These efforts include reminding employees of company
policy, which is what one media relations director had to do, when a facility
employee broke the chain of coordination and leaked false information to the press
about the company’s relationship with a government official. She recalled the

experience, “[We thought] maybe we need to do another communication initiative. So
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we sent out a newsletter article to all our lines of business saying, ithedl is your
government affairs team and your media team, please read our policy.”

Communication personnel have taken on the responsibility to ensure that
initiatives reflect strategic priorities. For example, a corporaeoresibility director
has had to focus her efforts on ensuring that charitable initiatives reflporata
objectives, rather than personal agendas. Additionally, an operating groupimgarke
director has taken on the responsibility of documenting unwritten cultural codes and
one vice president of communication is trying to improve integrated communication
processes by streamlining communication efforts and removing the politidak®a
to an efficient integrated communication structure.

Communication functions’ roles in facilitating integrated communication may
also include supplying the market intelligence and other information to assist in t
integration effort. One public relations director described his effortssnegard: “I
pick up a lot of different information from reporters when they're calling me about
stories they’re working on or what they’re hearing in the marketplace, and |
synthesize that back to our government relations.” This public relations diaé¢stior
said that in managing public relations across the company, he envisionsoprerstit
as “the point of contact for the full service of public relations and marketing
requirements.”

In this way, public relations and other communication functions take on
supportive roles to other departments in the company. Communicators consider

themselves “partners in management” and they frequently insert themsgtvaew
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business initiatives by offering their services in “advertising, magxend
communications collateral, events, and all the traditional things in the toolbox.”

Leading the process of integration also involves demonstrating the value of
communication and getting involved with other departments to do so. For example,
the director of media relations has been proactive in working with the government
relations team as a communication liaison—a position she has taken upon herself to
fulfill. Other communicators have done the same to ensure communication is
represented across the company because, up until now communication has been “an
afterthought,” as one communication manager quipped. “We really are the
communicators of the company, so you would think that we would have a lot larger
role.” This concern was shared by media relations forum attendees.

In conclusion, efforts to integrate communication at Defense Inc. have a
tangible impact on public relations and communication roles in strategic reltagions
management. Not only does integration imbue corporate priorities on messaging used
in stakeholder interactions and the priorities on relationship targets and asthutie

it may increase management responsibilities for communication professional

Case 3: Adventure Communications Corporation — A Media Company

Adventure Communications Cofps a media company with a cumulative
subscriber reach of over one billion in over 170 countries, according to its website.
The company broadcasts over 100 worldwide networks in both digital and television
broadcast formats, and also features a diversified portfolio of consumer praglicts a

services.

® The organization’s name has been changed to nmairttafidentiality and anonymity.
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ACC boasts top-rated cable programming, and maintains several global
brands and businesses, most of which are maintained under the umbrella name and
brand of Adventure Communications. Several others maintain their own brands, and
do not feature the ACC name or logo. In addition to network and corporate websites,
the company also maintains websites dedicated to serving consumers on the topics
and mission of the organization, that is, providing education and entertainment to
subscribers. For example, sites educate consumers on topics such as outdoor survival,
health and weight loss, and even domesticating animals.

ACC refers to itself as a global media growth company in its corporate
presentations, with the capabilities to build strong brands and leverage content
globally. During the previous fiscal year, ACC saw an increase in etahue of
10%, and it plans to launch several new networks, programs, and services to continue
its growth. Its three-fold mission is to strengthen its strategic pofi existing
assets, expand opportunistically across geographic regions and distributiomysdatf
and focus on clear return on investments for shareholders.

The majority of employees reside at Adventure Communications’
headquarters, though ACC maintains some satellite offices in Los Anjyeles
York, and other worldwide locations.

ACC is a publicly-traded company, and corporate governance is divided into
two main areas, ACC corporate and ACC’s networks, according to company
presentations. Corporate headquarters maintains the corporate side of thespusines
including investor relations, crisis communication, and also maintains oversight over

its worldwide networks. Each network operates as its own unit, and features an
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autonomous corporate structure of a president, vice-president, and generalrsnanage
Network executives maintain primary responsibility for communicati@tesy and
execution, according to interviews and documents, and determine their respective
direction, planning, programming, and communication. Network executives also
maintain a reporting relationship to ACC headquarters to ensure consistémtyewi
ACC mission and values.

Consistent with the autonomous but connected structures of ACC’s networks
and corporate headquarters, each entity maintains its own communication team and
functions. Major internal and external communication functions include
communication and marketing. Communication features public relations functions,
including crisis communication, publicity and media relations, promotion, and viewer
relations. Marketing comprises business development, advertising, and sales
functions, and is considered a separate function outside of communication.

The following sections feature a description and analysis of Adventure
Communications’ integrated communication, public relations, and strategic

relationship management, based on the four research questions.

RQ 1: How is the integration of communication defined, understood, and

implemented in organizations?

Adventure Communications Corporation maintains a strategic and intricate
integrated communication structure. Execution of integrated communicatezhby
management priorities on cross-functional collaboration and is based on a talture t
values open communication, transparency, and teamwork, according to interviewees.

Integrated communication activities are built around fluid internal relatipssai
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clear reporting structure and information loops, and recognition of interdependence
among communication professionals.
Understanding Integrated Communication

Individually-held concepts of integration are central to understanding the
execution of integrated communication at Adventure Communications Corp. Primary
among considerations of integration are interdependence, strategic contioonica
and message unity.

Participants discussed working together for success as a common
characteristic of integration. As one communication executive explained, “@le’re
still working towards the greater good here and we all want to be a successful
company.” Another said, “We’re a small part of the larger picture ancce® o
understand the larger picture in order to effectively do our job.” Company
presentations also showed this collective approach.

Integration involves recognition of “being part of the same team,” and that
other functions are integral to completing a project or conducting a campaign. As a
network publicity director explained, “We all work very closely because vimat |
doing is affected completely by what the other team is doing.” Some even cansider
a natural process: “There are a lot of moving parts...and so many networks and
businesses, it's a pretty well-oiled machine. It's funny talking about iteBoras
I'm like, ‘Wow! | guess it is surprising that it works as well as it does!”

Communication practitioners recognize interdependence with marketing and

seek to balance the two functions. “You need to balance each other. So, if marketing
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is going to go hardcore one way, we might play a little more straight aramhna
knowing that we’ll balance each other out.”

Integrated communication is also considered a strategic communication
endeavor. One publicity agent explained that integrated communication is “very
strategic” because it involves the coordination of communication activitiea for a
intended benefit for the organization. Integration involves supporting the corporate
brand and “putting a consistent face forward to the media and the public.” This them
resonated through interviews, documents, and participant observation. A network
publicity director explained that everything “has to be strategic in tefral the
communications teams working together so that we’'re promoting our brands
separately but also strategically together at the same time.”

Finally, messaging is another aspect of integration, and may be the common
denominator in consideration of integration at Adventure Communications. During
interviews, participants commonly referred to integration as an iadi&r
consistent messaging, and the company’s websites and communicationl i@ageria
designed to capture consistent messaging. Being “completely intégrateldes
putting out a press release and making sure employees get the same messege, a
respondent said, and also involves efforts to align messages for harmony. According
to one network general manager:

“You want to have the words coming out through the press so when the

viewer comes to read them or see them on TV, that message is in harmony

with the marketing messages that we’re paying for. And, you're much better

off if you are in harmony than if you have a discordant message...When you
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see that the communications message to marketing message and the message

to ad sales are all in harmony and are not conflicting, that's how you know

you've succeeded.”

These images of integration, as interdependence, strategic communication,
and message unity represent a base-level understanding for integrated cotiomunica
at Adventure Communications. Each of these concepts plays out in the processes and
execution of integrated communication, discussed in the following section.
Implementing Integration

Communication integration at Adventure Communications involves several
levels of coordination, including, both internal and external processes. Wheraas f
an external perspective, integration includes message coordination, syncloonizat
of media outlets, and recognition of overlapping stakeholder needs, much of the
integration process is carried out through internal coordination, through network and
corporate synchronization, cross-functional collaboration between deparandnts
functions, and an organic or natural integration from employee engagement.

Message coordinatiodventure Communications’ integration efforts are
aimed at presenting a consistent brand to all stakeholders, including investors,
business partners, the media and viewers. Whereas this effort is based in the
coordination of company messages, initiatives also focus on deeper concepts of
meeting the needs of target audiences and embodying the essence of the Adventure
brand, rather than communicating about it.

Message coordination involves harmonizing messages between departments,

networks, and ACC headquarters. The purpose of message coordination is “putting
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out a unified message, and this message becomes stronger as more ungs éne g
same message,” said a network vice president. Furthermore, message ¢oordinat
involves ensuring that different messages are not “at odds with each other.” Some
interviewees discussed this concept as “message sharing” among internal
stakeholders. As one publicist explained, “We are all sharing the sametassets
enable...as consistent and joint a message as we can.” Promotional docureents ref
this similarity in messaging.

Message consistency allows room for differences in semantics or wore,choic
as long as the essence of message is representative of Adventure’sAvalues.
corporate vice president explained, “It's not that the lines have to be the same...it’s
the essence that has to be the same.” In this sense, though “there are sortteatords
are endemic to the company” it does not mean that communicators “don’t layer on
other synonyms,” one respondent explained. Message coordination may be more
about representing corporate values than it is about using taglines. This wasiavide
communication material which reflected the same themes, but may have used
different taglines. A network general manager explained:

“We’re not big believers in huge tagline dependency, we don’t think that that

makes that much difference. What you do is more important than what you

say. Tagline is a means to an end not an end in itself. It does help us frame
our own communications in our positioning and it's very useful in that
sense...but unless they're just amazing and you have a lot of money to spend

on them, | think they tend to be more important to us than to viewers.”
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This network general manager further explained that message integration
involves filtering communication to ensure they represent the essence of the brand:

“We have an editorial filter in the company, where we want to say that the

Adventure show has to be immersive, engaging and informative at the same

time. That brand filter is a way of helping us remember how to frame our

projection of ourselves so that when I'm talking to a reporter, I'll have a

lexicon of words that | can pull from.”

Message integration requires employees to be on the same page. “We train
ourselves and make sure that we’re on message when we talk to people,” said one
network general manager. Another respondent said, “We don’t want to be going out
with one message and have other departments going out with another message.” The
overall goal of integrating messages is to have “a consistent voice comioigtiogit
network even if it's being funneled through our CEO’s mouth or through a corporate
story.”

To ensure internal alignment, Adventure’s corporate communicators manage
message development and distribution for employees and network talent. Ther direct
of internal communication explained that she works in tandem with Human
Resources to create and distribute messaging to employees. This canrdsiaost
evident on the internal employee website. Furthermore, each network president
establishes a list of promotion priorities for his or her respective network, and
corporate communication puts together a premier calendar of all the major
promotables of each network. Management also ensures message integration

informally. One network general manager said, “If | notice that in the eairs
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meetings and day-to-day work, people are missing one another and are not speaking
the same message, then I'll encourage them to get together and do that.”

Channel IntegrationAdventure Communications synchronizes media outlets
for a comprehensive reach of target publics by balancing earned and paid-fqr media
as well as print and online channels.

Channel integration starts with the consideration of message exposure and
expansion possibilities. Publicity managers consider all possible media tutligts
same message in order to reach stakeholders from multiple vantage paadgitibn
to sending out television or print media releases, publicity managers alsofiocus o
outlets that focus primarily on their featured topic. For example, when
communicating on a topic like global warming, one publicity manager exglaine
“We might reach out to some kind of newsletter that deals with global warming. We
wouldn’t reach out to them on all of our programming...just on the day when we
have something related to global warming.”

Integrating channels entails earning as much media coverage as possible to
reach a particular subset of the population. This was evident in my experiences
working with the company on a promotional event. My task was to gather as much
media coverage before and after the event to assess the event’s affect ok networ
viewers. In an interview with a network vice president, this multiple-chanoesf
seemed critical:

“When we'’re doing a new show launch we try to get as many different media

outlets as possible. We try to get morning shows—because we have a lot of

very highly skewed women’s audience. The Oprahs of the world are important
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to us. National Enquirer is important, the Star magazine, those are things that

our audience reads.”

Communicators also consider how much coverage to devote to a specific
media outlet or channel. One network general manager explained that sometimes
communicators work with a magazine that the ad sales department is adtiogarg
By combining the efforts of both the media relations department and the ad sales
department, this general manager explained that the company can achieve, what he
called “the ideal situation” by getting positive editorial coverage and asingrat
the same time. Furthermore, communication works with marketing to “double down”
and target a particular media outlet together to “own” that outlet

Digital and online media are an emerging focus, as well. “We usually do a lot
with the online community because that’s another big part of our audience,” said one
respondent. “We reach out to significant blogs, sometimes doing blog media tours
along side with maybe a satellite media tour or a radio media tour.” Several
respondents reported putting more emphasis on using sites like Twitter, Facebook,
and YouTube in communication campaigns because such online communities are
separated into genre and are beneficial to niche interests, like those of Adventur
Communications. Participant observation experiences corroborated this finding, as
online channels were a priority.

Many reported that digital and online media are changing the way they
conduct communication campaigns because “some people want to do everything
online,” like watching show screeners. Others discussed message contugebeca

“it’s much more difficult to control messages in the digital realm,” esfigan
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“forums and the chat rooms.” Still others saw online media as a challenge to
relationship management because with so many information distributors “it’s
impossible to identify relationships...or prioritize where your relationssinosid
lie,” as one respondent said.

Coordinating online media outlets also involves closer coordination between
marketing and communication on scheduling media releases and launches. “We’'ll
work with marketing to get whatever they want to put on the websites to make sure it
fits with what we’re doing and that they're not putting something out there that we
haven't announced yet,” said one network vice-president.

Stakeholder integratiorCommunicators coordinate efforts around
stakeholder needs, their differing ties to the company, and development of one
message to reach different audiences. “I think what drives it is what the audience
wants,” said a brand director. “A lot of bloggers don’t want a press releaseydhey
a message that’s customized to them...but maybe there’s a large mhasagadre
important for certain audiences.” Similarly, a communication director conaghent
that she operates from the assumption that “a trade reporter who covers thg indust
day-in and day-out...probably has a different desire for information than, for
example, a consumer reporter.”

For many, stakeholder integration is facilitated by online technologghwhi
has enabled communicators to interact directly with the consumer, ratheratkan w
through journalists. “We try to capitalize on the fact that we can do the direct to
consumer through all these different media things that we have,” said one

communicator. “People are out there listening to us, and it's good to getttydire
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from the network, not necessarily from a reporter.” This was also evident in my
participant observation experiences, as the network sought to capitalize on direc
connections to bloggers.

Stakeholder integration involves targeting stakeholders according to their
needs, or as one respondent explained, “We have to come at the same pitch from five
different angles.” In this way, the underlying message may be the same\btite
message is presented differs. For example, one network general manager said he
divides target audiences into four groups—viewers, trade reporters, consumer
reporters, and advertisers—and for each group, he considers a different message.
With advertisers, he emphasizes the quality of his network audience and their
penchant to purchase, but with reporters, he emphasizes the value of network
programming. The general manager explained, “The messages need to beomyharm
and they don’t need to duplicate because you are speaking to different audiences but
you want them to be in harmony.”

Brand consistencyCommunication is also integrated to provide a consistent
Adventure brand. One network vice president explained the purpose of integration as
fulfilling a brand promise to the network’s stakeholders. “We want to makelstre t
we all have the same audience in mind, and we have the same brand promise in mind,
and that way, we're all integrated,” she said. This brand promise represesid® a ¢
for developing strategy and fulfilling responsibilities as an Adventure
Communications employee. As one network vice-president explained, “You have to

represent the brand, you don’t have to say what the brand is.”
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This brand representation is apparent through programming and events, as
Adventure Communications features talent and shows that represent the brand. “The
programming group that pulls things together...is definitely very in-tune with the
vision of the network and of the company,” said one network communication
director. “They know what they're looking for, they know what to go out and grab,
the talent to look for, what shows to watch out for.” Network talent lives the values of
the company, by bringing their expeditions and adventures into a realifeg det
viewers to experience. As one respondent explained, “We’ve positioned our talents
on our shows as experts in their field, so the shows actually have a purpose to them.”
This was also evident in a recent convention one network hosted, featuring the real-
life subjects of a hit series.

Furthermore, Adventure Communications measures this external brand
consistency by tracking messaging and publicity that influences howahe isr
received. Often referred to as a “halo effect,” managers track whbktheetwork
shows are talked about, and if they penetrate pop culture (i.e. through late night show
monologues, or satires on popular shows like South Park).

Integrating networksAs a global media company with hundreds of networks
in 170 countries, Adventure Communications houses several distinct network brands,
and ACC'’s networks operate as autonomously, setting network programming,
priorities, and communication as separate entities. Consequently, one of theeorincipl
areas for integration at ACC is ensuring that, in spite of autonomy, netweriks ar
sync with the corporate brand and in sync with each other. This is done through a

coordinated set of priorities. According to interviews and company presentations,
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network priorities are on promoting network programming and corporate priorities
are on promoting each network. This puts the bulk of integration efforts on the
network level to represent Adventure Communications appropriately.

Network communicators explained that marketing and communication
maintain fluid levels of integration, based on a recognition that “we’re both stronger
for doing that,” as one respondent said. For example, in a DVD launch of a network
series, communication supports marketing and sales by reviewing nmgssadi
planning promotional activities, including setting up an opportunity for a network
host to be on a talk show or provide a give away of the DVD. One respondent
explained:

“We [marketing and communication] approach every...show together. So, as

they [marketing] are building their media bios and we [communication] are

pitching, putting together our strategies, we’ll look and figure out where we
have crossover, or if marketing is buying media that will help us. For

example, does marketing not need to buy a certain publication because we

have a feature coming out, so they can put money somewhere else? As things
organically change as we’re pitching, they can tweak their campaign.”

Marketing and communication may also approach network priorities
separately, and then come together prior to the launch to synchronize efftbrts. “I
watch the show and I'll put together my own messages,” one publicity manatjer sai
“But at some point, I'm going to sit down with marketing and marketing will have
done the same thing...and | might decide at that point that | really like sohnarof t

things...A lot of times, we do it separately and then come together.”
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Though networks are integrated units, each network also tries to keep
headquarters “in the loop” on the press and publicity that the network garners.
“Because we're a public company, they need to know just what kind of press we're
drawing,” said one network executive. “So, we alert them but, most of our work is
done pretty much separately.” She, like others who participated in this researc
commented that her network is “autonomous but we also understand the need to keep
everyone in the loop” and align the network with the company brand. In this way,
though each network may have a different brand, all networks are aligned with the
company, as evidenced by company websites, documents and presentations. One
respondent explained:

“Each of the networks has their own brand promise, but it’s still a dotted line

up to what Adventure Communications is. We couldn’t have a message that

was off kilter with an Adventure Communications message.”

Network general managers supervise this effort and make sure thatksetw
and corporate communication are “on the same page,” as one network general
manager said. At each network, the general manager serves as “the sityheate
guide,” as one general manager said, setting the tone and positioning of the channel,
and overseeing both marketing and communication and ensuring that networks are
aligned with corporate communication.

Through “share messaging,” network communication teams “tag along with a
bigger corporate story” or work in unison with other networks. In this way, sharing
messages and is a strategic endeavor, as communication teams “work together to

promote [network] brands separately, but also strategically togethersarttee
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time,” as one respondent explained. Network websites confirm this strategic
connection, as network websites are sub-domains of the broader corporate $ite—tha
is, each network is a “.adventure.com” site—and each site maintains the same
framework as the corporate site.

One of the main themes of interviews was the notion that, though separate,
networks feel part of the corporate team, or as one publicity manager saidg “We'r
essentially part of the same team.” The inter-workings between corpochte
network communication may be facilitated by a collaborative structure. &é&ies
vertical teams between networks, and these teams meet together at leasveake
with corporate communication. One publicity manager explained, “It's verggicat
because, essentially from a communications standpoint, we’re putting ougesgssa
and that all needs to be very closely aligned.”

This structure is not without its challenges. In particular, some interviewees
revealed undercurrents of competition between networks, which are separate and
responsible for meeting viewership goals, but are also tasked with being aligimed w
Adventure Communications as a whole. One network GM indicated that he develops
communication strategies for his network—one of the larger ACC networks—with
the central corporation in mind because, “what happens to [this] channel is the single
largest impact on what happens to Adventure Communications Corporation.” Other
interviews revealed a sentiment of competition and that the larger netwaykisave
priorities over the smaller ones. One communication professional explained,r‘Large

networks have the bigger priorities, so if [one of the larger networks] is coming out
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with this huge promotable, we’re all supposed to back down for the greater good of
the company.”

Cross-functional collaborationVhether integrating communication within
networks, across networks, or with Adventure’s corporate communication, the
dominant theme in interviews and observation experiences appears to be one of cross-
functional collaboration and teamwork, which may be both endemic to the ACC
corporate culture and encouraged by management. Cross-functional coltabisrati
achieved through structured meetings, management encouragement, and individual
initiative.

Network-wide and company-wide meetings help facilitate integration.
Adventure Communications hosts a weekly coordination meeting in which at least
one member for each network communication team, along with corporate
communication executives, meets and discusses initiatives, programs, atigsctivi
going on for the week. Several interviewees referred to this meeting asdthe
meeting of the week.” During this, and other meetings and company summits,
“priorities are set with everyone’s feedback” as participants decidee issues and
the processes to put in place, as one respondent said.

One of the results that comes from company meetings is the premier calendar
which provides the media priorities for ACC. One respondent referred to this as “a
giant calendar...chock-full of the activities that make up the landscape of the
company.” This calendar features a tier-model of priorities against whasiohs
throughout the year are made. For example, tier one initiatives comprids &p

priorities, like a recent new channel launch, in which the company spent extensive
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time and effort to get all employees involved. A tier two or tier three tingias one

that employees should already know about, or should be able to figure out on their
own “because they’re part of the corporate culture,” as an internal commaomicati
director said, and therefore, messaging efforts are minimal.

The company also uses online tools to facilitate integration. For example,
Adventure Communications maintains an internal web portal that is updated daily
with company news as well as team accomplishments, goals, and individual
anecdotes that help create an ACC community connection for employees. The
company also maintains a media relations database for communicators to ufidate wi
press contacts, purposes and dates of interaction, and feedback on the experience.
Though this database is designed to keep everyone on the same page, at least one
respondent revealed that there is a level of competition and press-contact gwnershi
that may impede the database’s effectiveness. One communicator explained

“I think in theory it's great, and we all love each other and we all work under

one umbrella, and our end goal is Adventure Communications, but we're

charged with bringing viewers to our network, so there’s a little competitio
there. So, there’s a lot of media contacts that don’t make it onto the database,
sometimes because of competitiveness and sometimes because we just don’t
gettoit.”

Reporting structures are also an integral part of ACC’s structured cross-
functional collaboration. Communication strategy starts at the network and tea
level, where managers set up strategy teams to brainstorm and develop strategy,

then report to the network vice-president who approves the strategy. Several ACC
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communicators shared the sentiment that strategy creation ultimdiedyore the
communication team, as vice presidents tend to trust the team’s direction and may
only offer minor changes.

At the same time, communicators at Adventure Communications recognize
executives’ roles in facilitating integration. One network communicatoneamted,
“I think [communication here] really works well because the leadershily rees
made us feel very connected to one another in a tuned way. One communicator called
collaboration “a leadership thing” while another said, “Corporate communications
does a very good job of understanding what the issues are. They do bring us together
regularly to make it work.” This was also evident in my participant observation
experiences.

Management also takes an active role in cross-functional collaboration:

“l am always encouraging people to communicate with one another. It's my

job say, ‘see how [one person] does this or see what [another person] in

marketing says about what you’re thinking, and get some input, because it's

valuable.’ Part of my job is simply to encourage cross-departmental

collaboration.”

Executives who participated in this research explained that they prefer to keep
strategy original, innovative and fresh and that teams for a specific topic oarrogr
are not always comprised of the same people. One network executive explained that
although she assembles and inserts people on teams based on team membess’ interest
and expertise, she also likes to shift teams around so that no one person is working on

the same show for too long. “We might switch it up and then a whole new group is
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going to work on [a network special] with the thought that there is historical lgarnin
that they can build upon but also, it's a chance to just breakout into something new.”
She further explained that she likes to “push people in the direction they haven’t been
before...and keep things fresh.”

Another level of cross-functional coordination comes in the company’s
consideration of communication functions and activities as tools. In client
presentations and new-hire training sessions, the company considers comorunicati
roles, such as media relations, publicity, promotion, crisis communications, and
others as capabilities to be applied to a project or initiative, rather than as
communication departments. This perspective leads to a structure in which network
and corporate communicators are exposed to several different communication
responsibilities. One network executive said, “Anyone that works on my team is
exposed to all of the things that relate to [the network]. There isn’t anyone on my
team that just does program publicity. There isn’t anyone that just writedo\&lé
of it.”

This leads to a communication structure in which employees rely on each
other for their expertise and the assets they bring to a team. One respondent
explained, “Whatever the case may be, we are all sharing the satsed@ssable
that work goes out with as consistent and joint a message as we can.” Additionally,
this structure also leads to multiple levels of leadership in a team thaetrdnsc
corporate hierarchies, as evidenced in interviews and participant observation

experiences. One publicity manager said:
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“Even though there is a hierarchy on my team, and essentially the senior vice
president is the big boss...I'm the lead on certain accounts where | have vice
presidents underneath me. And then, in other cases there is someone else who
might be a higher level than me...and | report to them for that campaign. It's
all very strategic. It's done that way so that no one person is doing too much
at any one time.”

Another way the company facilitates collaboration is through inter-degpattm
liaisons, which are representatives who attend meetings outside of their dégpaotm
coordinate communication and stay informed. As liaisons split time between
marketing and communication teams, company personnel are “able to be that much
more collaborative and in sync, and know what’s going on,” as one publicity manager
said.

Overall, participants reported a concerted effort to keep fellow network and
corporate communication colleagues in the information loop, and this coordination
starts from the early planning process to ensure that everyone is in close
communication with each other. In this way, when a network launches a campaign,
both communication and marketing know which media have been targeted, and where
the overlaps are. “That’s just the knowledge we want to have,” said a network GM.
“The guy in the communications department is aware of the ingredients of a
marketing campaign and the marketing department is aware of the imggeufia
communications campaign.”

Organic collaborationCollaboration between departments extends beyond

what leaders mandate as company or network policy. At Adventure Communications,
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collaboration appears to be a natural occurrence or “something that people do on thei
own,” as one communicator explained. A network vice-president described it as
organic. “If something works well, it works organically—something that naturally
occurs when you're working on something.”

One element of this organic collaboration comes from the Adventure
Communications culture. That is, collaboration may be a cultural value that is an
integral part of the Adventure Communications. This collaboration was evident in
interviews and participant observation. One publicity manager said,

“Everything is based on communication among every department, every team.

Not just [my network] but outside of communication, there is collaboration

and coordination between [my network] and the other networks...there is lots

of collaboration going on with this company all over the place. It's something

that makes it very workable...and it makes it a really nice place to work.”

Respondents described Adventure Communication’s culture as transparent,
open, and fluid. One general manager said, “We like to have transparency...so that
nobody feels walled off from information...We want people to know.” A
communication vice president similarly commented, “I think there isn’t a greait |
of tolerance for people who are obstructionist.”

Participants in this research also revealed an underlying sentiment of
teamwork that transcends formal structure. For one, employees brainstoss acr
teams and departments to develop strategy. This was particularly evident in my
experience helping one network assess an upcoming promotional event—even as an

outsider, | was invited to contribute to the brainstorming process. One network
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executive said the network’s strategy was developed through brainstormimmgpsessi
in which every discipline at the network, including programming, marketing, online
and the president of the network, met to decide on the network’s strategic direction.
Another communicator remarked, “If we have a situation where we think this is
completely wacky, we’ve never dealt with anything like this before..lwle’l
brainstorms among our group to think how do we repackage this, what are we
missing here?”

Adventure Communications appears to maintain a culture of connectedness
that values inter-departmental promotion and interactivity rather than one ofdorde
and silos. One communication director explained the culture in this way:

“It's not that often that something just happens and it's one person that has

worked on it. There have been lots of hands in it, lots of cooks in the kitchen

and if it's a win from this person over here, it's really a win for all of us. |
think that whole idea has permeated, so there is not a lot of time wasting on
the proprietary stuff.”

One communicator referred to Adventure’s culture as a “team spirit and
collegial kind of thing,” and respondents discussed headquarters’ efforts to bring
everyone together, doing big events and celebrating program and network successe
Another respondent said, “I think we all understand that we're all gunners...no one is
lazy. Everyone is just really excited, really wants to innovate, and reafiisvo be
part of what is going on as the industry morphs.” This was also evident in my

observation experiences. Finally, a brand director said that collaboratiomtélef
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has something to do with the corporate culture...when there’s a priority, there’s
definitely a do-whatever-we-can-do-to-make-sure-it-happens attitude
Organic collaboration also appears to be based on continuous interaction and
internal relationships. Several respondents pointed to the open communication
between departments, as employees reach out to each other to “keep in mind what
teammates are doing” so they do not “step on each others toes,” as one respondent
said. One communication director illustrated how open communication leads to
natural collaboration:
“It's one of those things where you could just be walking down the hall and
say, ‘Hey! What do you think about this?’...We are all on one team. If 'm
getting my ideas from a support staff person or a supervisor, they're all
probably really good ideas and should be considered”
Another communication professional remarked,
“A lot of it is the people—if you've got a good solid team that has worked
together for a pretty good amount of time....It's a collaborative partnership.
There are some folks who have a better relationship with one reporter than
others, and you have that sort of insider knowledge to say, “Hey, can you help
me out on this?” and vice-versa.”
Other communication professionals said that team members “just really work
together well” and “percolate ideas together.” They also demonstrétdehigls of
respect and friendship. “When | get a big hit, likdeawv York Timestory, or an

interview on the Today Show,” remarked one communicator, “everyone knows about

228



it before it happens and I'll get congratulations or nice messages befgenitirs.”
One publicity manager discussed the influence of interpersonal relationships:

“I think it all goes back to everything is influenced by the way that | have

those relationships. If an episode isn’t delivering on time, | need scheduling

and production to help me with that. | need marketing to help me with things
involving clips...l need all the stars are aligned for the show.”

Finally, organic collaboration comes from tapping into the expertise and
brainpower in the team and throughout the company. One executive said, “I think you
have all this brainpower around you, why wouldn’t you use it? It doesn’t mean your
idea is not good, let’s all layer on and come up with an even better idea.” Another
network communicator said, “It's important to tie into the wealth of experience we

have in the building.”

RQ 2: How is public relations and marketing differentiated under thextafte

integration?

At Adventure Communications, company communication is divided into two
functions: marketing, which comprises paid messaging and advertising, and
communication, which includes both marketing public relations roles (i.e. publicity
and promotion) and corporate public relations roles (i.e. internal communication and
crisis communication). The difference between marketing and communication is
based on the direction of communication (one-way vs. two-way) and the nature of the
media produced (earned media vs. paid).

Marketing Public Relations vs. Corporate Public Relations Roles
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One of the dominant roles of communicators at Adventure Communications is
that of promoting and publicizing the company, its networks, and shows. Interviewees
often described their roles in terms of “driving traffic, network buy, gettieg9hits,
checking reporters to see what they're writing about, tuning in, and brand assien
as one publicity manager explained. One network communication director explained
that her job is to “direct the story across every facet of the channel...whwhe
means helping implement scheduling, [analyzing] competitive data...or gstioves
reviewed by reporters.”

For many, managing publicity requires an integrated approach. One publicity
manager explained the process for promoting a show:

“I have to be able to send a screener so that | can send it to reporters in

advance. So, that means that | need to talk to scheduling to find out when it is

going to come in and when it is going to air. | need to talk to production. They
need to be able to tell me if the show is changing. Really, everything I do is
directly dependent upon every other team and | would tell you that every other
team would tell you the same thing.”

Communication professionals mediate the connection between the company
and its stakeholders. “We’re the ones who have to be the voice for the network,” one
publicity manager said. In this role, participants reported using networkasgigi
Twitter “to get consumer messages out there that aren’t just presgasessa
Messaging in online forums appears to be two-way, as one director said, “We’

literally have a dialogue and [using social media sites] helps us see fehovisng
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us.” Other respondents indicated working directly with bloggers and other new
media distributors.

Another marketing-oriented role for communicators is promoting the
Adventure brand. In addition to driving publicity, respondents also described their
objectives in terms of “communicating the brand message,” “building the brahe of
network, broadening it, changing it,” and even “infiltrate[ing] pop culturejétying
network mentions on popular media.

In addition to driving publicity and viewership for network shows,
communication professionals also fulfill the gamut of corporate communication
responsibilities, including crisis communication, investor relations, and business
partnership relations. One network communication director explained:

“My responsibilities are extensive and go beyond what is normally

communications. We do everything from brand management...to crisis

communications, brand building, program publicity, trade and business,
strategic planning—kind of little bit of everything. We also end up picking
talent sometimes for shows. We bring in story ideas.”
For the most part, however, CPR responsibilities rest on communication directors,
and those specifically tasked with corporate communication. Publicity managers, fo
example, work specifically on the promotion and publicity of network shows and
talent.
Differences between communication and marketing
Adventure Communications differentiates communication roles from

marketing in a number of significant ways, the most common of which may be on the
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line between paid vs. earned media, though digital media and communication styles
also produce differences.

Paid vs. earned medi@he basic differentiation between communication and
marketing is whether a media hit is paid for or earned through promotion or media
relations activities. Earned media includes interviews, reviews, ansytichile
paid media includes advertisements and promotions. One network communication
vice president explained that communication and marketing are two different
functions: “We speak for the network to the press—anything which involves
executives responding publicly. Whereas, marketing is advertising. They dadhe pa
media and we do the free media.”

In this way, communication is often used as a cost-efficient alternative to
marketing. “Because we have a lot of new shows, we can’t afford to do marfketing
all of them,” said one network vice president. “So, they always say, ‘Don’yworr
about it, public relations will just handle it.” That happens a lot.” This was also
discussed in my participant observation experiences. Additionally, cost+edfjcie
translates into communication covering lower-level priorities. This netwask vi
president further explained that shows differ in importance, and that with a lewer-t
show, marketing often counts on communication to “pick up the slack.”

In spite of the distinction between paid and earned media, the difference
between marketing and communication “gets murkier” in the digital world. One
communication director explained, “With things like Twitter, the marketing and
communications lines are even blurring more, where traditionally you’d have this

very rigid, ‘I'm working with a reporter, and the marketing guy is doing thbwyy.”
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One emerging area of differentiation is on the line between where medigesegui
editorial decision or not. One communication director explained:

“If there’s something that requires an editorial decision, it's commuartsati

Blogs are an excellent example, you can provide content to a blog, but that’'s

still somebody making an editorial decision. Posting something on our

Facebook, even though it doesn’t cost money to create the page, it's

something that so far has been handled by marketing.”

Others said the division is not as clear. “We have a rival marketing tearnesiachte
communications members on that team,” said one respondent. “So, when we're
talking about Facebook, Twitter, and YouTube, while marketing may take the lead on
that, we contribute to that piece as well.”

Communication styleslarketing and communication “tell the same story in
different ways.” Whereas marketing’s approach is unidirectional and emphasize
message control, communication’s approach is two-way and operates with less
message control. One network manager said:

“Marketing messages are always going to be a little bit differemtusecof

the different audience with dealing directly with consumers to try to motivate

them to basically buy the product when they watch it than it is to reporters,

which is ‘This product is interesting to your readership.” The message we’
trying to sell is different.
Another respondent further explained that marketing deals in taglines, while
communication emphasizes description. For example, in discussing a show about a

real-life adventurer, marketing devised a one-sentence descriptor to neos’i
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attention, while communication built a bio of the program’s host and explained the
type of experiences viewers could expect. In this way, the differencedretwe
marketing and communication may be “sauce and spice vs. cerebral,” as one
respondent described. Marketing provides spice through quick taglines, while
communication engages audiences with content rich pieces.

Some believe that marketing can take more risks than communication because
of the nature of communication’s engagement with publics. While marketing may be
granted flexibility with the nature of its paid messages, communication helsettet
more pure approach,” as one communicator described it.

Communication and marketing may also differ on semantics. “We don't really
use media, we try to place media. That's a very big difference,” said otcigtigre
“Marketing uses media. Communications and public relations try to placesstor
the media. We have less control. We’re not paying for it. We have to beg for it.” This
perspective was evident in my discussions with a network vice president during
participant observation experiences as well. In this way, communicatorbeairé
limited because they “work with press most and don’t have as much public
engagement as marketing does,” as one executive said.

Communicators and marketers may also differ in the audiences they work
with. At least one respondent indicated that communication as public relations and
marketing maintain separate audiences. “We do a separate public under
communications and marketing, so now our goal is: Who is responsible for what?”

she said. Whereas marketing often works with advertising and sales clients,
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communication takes the lead with media providers, non-profit partners, viewers, and

employees.

RQ 3: How do relationship approaches of public relations in the literatlpe

explain the role of public relations in integration?
With near unanimous agreement that relationships are critical for success,
relationship management at Adventure Communications comprises both internal and
external relationships, and reflects the themes of two-way relationshgxs dras
dialogue, feedback, and mutual benefit. Furthermore, relationships are also
strategic—practitioners build relationships with audiences upon whom the company’s
success or failure depends.
Relationship Antecedents, Connections and Indicators

Relationship linkages between Adventure Communications and its
stakeholders include an array of both internal and external antecedents, including
interdependence, stakeholder relevance, and stakeholder value to the company.
Consistent with the other two cases analyzed in this project, the priority omainte
relationships in strategic relationship management was an unexpected.finding

One of the dominant antecedents of relationships at Adventure
Communications is interdependence, especially in internal relationshiparikests
recognize an interdependence with fellow professionals, or as one networktypublici
director said, “I keep saying the same thing, we're really very dependent on one
another and | really need everyone else to do their job so | can do mine.” As such,
communicators recognize connections with “people across all different mepést

from programming, to scheduling, to production, to online.”
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This sense of interdependence may be enhanced through the company’s
transparent culture. Internal communication, whether formal or informal, is agen a
fluid. “We can all hear what the other department is saying, and see what they’
doing, so we can give one another feedback on how to do it,” said a network general
manager.

From an external perspective, relationship connections arise from a
recognition of the various audiences who influence the company. “I think that my job
requires working with lots of different personalities,” said one publicity gama
“For me, relationship management is having open communication with whoever it
is—the press, with talent, whoever.” This open relationship with talent was evident in
a recent promotional event, as event coordinators appeared to have an open, ongoing
and natural interaction with the show’s real-life subjects.

Relationship-building at Adventure is based on creating the connections that
lead to long-term relationships. These connections begin with identifying and
targeting audiences, and then creating awareness of a connection between the
company and the public. Whereas journalists have been a staple of relationship
activities at Adventure, many respondents explained that with the changireg medi
landscape, bloggers and other digital media practitioners have increased in
importance. One publicity manager explained that she has begun treating bloggers
like network talent, recruiting them according to their expertise in topitevieaap
with the network and showcasing them as part of the network. The company’s

websites corroborate this sentiment.
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Respondents also consider relationships with business partners, non-profits,
and employees. Adventure Communications has established over 100 educational
institutions in underdeveloped countries, as evidenced by corporate documents and
interviews, and maintains long-term relationships with non-profit orgaoimati
whose mission coincides with that of Adventure Communications. Additionally,
Adventure communicators build partnerships with organizations that support causes
related to their respective networks. Some respondents describe relationghips w
these organizations as longer than those they build with reporters in a fleeting and
changing news industry. One respondent revealed, “I'd say our partnemshgis
are probably longer especially given that there are a number of animaizatgms
that are out there that are really high profile.”

Relationship linkages are based on the overlap between company brand and
stakeholder interests. One network publicity manager explained this connection:

“We work with people who have a connection to domestic, who have a

connection to wild, who have a connection to the broader environment that

impacts our wildlife and creatures. So, | think there has to be at least a touch
point.”
Working with connections and overlaps of interests as “touch points,” communicators
at Adventure networks seek to maximize awareness of touch points. This begins with
identifying the nature and perception of the stakeholder connection or experience.
One network vice president said she works with the ratings department to find out
“who our target is, who we’re hitting, who we need to hit...we always want to know

what’s going on.” The internet facilitates this stakeholder identificatis
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communicators use sites like Facebook, Twitter, and YouTube to track who is
following Adventure networks, and who has marked themselves as fans or friends of
the organization.

Relationship strategies and activities

Once a connection has been identified between the company and a
stakeholder, communication professionals build relationships around principles of
open communication, dialogue and interpersonal engagement, as well as shared tasks,
needs fulfillment, and mutual benefit.

Interpersonal engagemer@ne consistent theme throughout interviews and
observation is the notion that Adventure communicators value face-to-face
communication and interpersonal engagement with stakeholders. This wasligspecia
evident in my participant observation experiences with one network.

One Adventure network recently hosted a convention for enthusiasts to launch
the new season, with the goal to engage bloggers, reporters, and fans on a personal
level. On a blog post, the company explained its reasoning for the conference:

“Something special happens when a television series stops just being words

and pictures on a screen and becomes a community...so it is with [this show].

You have embraced the [show’s subjects] as if they were your closest buddies.

To show our gratitude for your support, we have created this unique one day

fan experience...Those in attendance will get a behind-the-scenes look at the

making of your favorite show, the opportunity to get an autograph and much,

much more.”
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In meetings to plan the event, discussions reflected the need to build
connections and relationships with fans, media, and others, and brainstorming
sessions involved expanding evaluation beyond the traditional media hits to assess the
effect of personal engagement and face-time with fans. For example, tlogknetw
provided attendees with cameras and digital media equipment to chronicle their own
experiences at the event.

This priority on “face time” is also relevant for internal stakeholders.

Adventure Communications values employee involvement with the company, and
often hosts events like town halls, brown bag luncheons, and instructional sessions to
“bring employees and executives together more often than not.” One brand director
explained:

“We will take the opportunity to get executives doing one-on-one luncheons

with employees around certain topics...so the employees have an outlet or can

hear more about them....We have Town Halls where we have the CEO

speaking directly to employees. And those have happened all over the world.”
When Adventure Communications went public, the company hosted sessions with the
head of human resources to discuss how the move would affect employees and to
provide an opportunity for employees to ask questions and provide feedback. ACC
also hosts a competitive edge series in which internal speakers instructesspay
how to stay competitive in the market. They even bring network talent in to interac
with employees. For example, in commemoration of the Miss America pageant, the

network brought in some finalists and had employees pose for pictures to be
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considered for a faux-pageant. “We actually had a Mr. Adventure crowned!tedpor
one director.

Adventure also uses its intranet portal to create personal connections.
Available to all employees, this online site is a repository for news, evadtsyan
employee anecdotes. For example, through the portal’s “field reportertaprddghe
company has provided a section for employees to upload photographs and journals of
their own travel experiences and adventures. “We’re constantly tryingitgeints
of view from the different offices,” one network director explained.

In working with both internal and external stakeholders, Adventure
communicators indicate that they seek to maintain “consistent and open” dialogue
One communication director explained that being open and honest means being
forthright with negative company news. “All the news on the intranet portal isn’'t
always fantastic. We're not going to bury a story that’s hard on Adventure...people
should know—it’'s not all rose-colored glasses all the time.” Another explained tha
being authentic, responsive, and clear are “the big three” principles of rdighions
management.

Feedback also plays an important role for building relationships, as
communicators often conduct focus groups, gather viewer feedback and anecdotes,
and distribute global employee surveys in which employees have the opportunity to
“talk about all the dimensions of their work, [including] the tools they have, career
opportunities, and the leadership and company,” as one director explained.
Additionally, the company obtains feedback from business partners. “We’re good

about assembling the feedback we get from advertisers who work with our ad sales
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department to see what our advertisers are saying about us,” said a netvatk G
further explained that the network assesses both the negative and the positive review
“so that we can work to address the negatives and enhance the positives.”

Adventure also maintains formal research and viewer relations departments
for gathering input and feedback. One network GM explained he consults audiences
to “give substance, credibility and backing to the things we say,” and alseflect
back to the audience what the audience is saying about us.” A network diregttor sai
that through sites like Twitter, the network is “slowly but surely learning wbaple
want,” because stakeholders, like reporters, talk to them on their Twiteeapddell
them what they need. “It has definitely opened communication in a differerthasay
we ever have before,” she concluded.

Sharing tasksCommunicators at Adventure Communications share “an
understanding” as one director explained. “We’re all working towards tia¢egre
good here and we all want to be a successful company.” In this way, ACC
communication professionals consider sharing the workload as a criticantlem
relationship-building.

“Every department [here] is integrated to further promote every other
division.” This statement by a network communication manager illustedpsndent
priorities on sharing tasks—relationships are built through collaboration acless r
and functions.

A publicity manager at Adventure explained that because press lead times are
further out than advertising deadlines, the communication department tries to make

sure they provide any insights or information that may help the marketing grbup. “I

241



we have any knowledge that we’ve culled because we’re working earlier in the
process than they are, we share that with them,” she said. This collaboration wa
corroborated in documents.

Sharing tasks as a relationship strategy is also evident with external
stakeholders. Communicators commonly consider the relationship between the
network and journalists as an “open, working relationship” that involves working
together for a common goal. “Our job requires working with media so closely
that...before you know it, you're talking to them on a regular basis,” explained one
publicity manager. “When | want to pitch a new show, | call them directly...when
they’re working on a story, they call me and ask, ‘What do you have going on?”

For some, sharing tasks involves “being a valuable asset, whether or not it
gets you something,” one publicity manager said. “If someone just calls bebays
have a question for me, and it doesn’t get me an interview, | still want to be helpful
and assist them, because they remember that...when they’re looking for aroaexpert
something that might be my arena.” This sentiment was consistent in observation
experiences.

Networking is also a consideration in managing relationships, or as one
respondent declared, “All public relations is networking. It's what we do all the
time.” Many discussed networking in terms providing colleagues access to
stakeholders who may help them fulfill their responsibilities. “It helps to build on the
strength of other colleagues, when somebody has a stronger relationship and can
make that introduction,” a brand director said. He continued, “There are some folks

who have a better relationship with one reporter than others, and it helps when you
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have that insider knowledge to say, ‘Hey, can you help me out with this?’ and vice-
versa.”

Ensuring mutual benefiCommunicators also seek to build relationships by
fulfilling stakeholder needs en route to mutual benefit. As one communication
director said, “I think what drives it is what the audience wants.”

Adventure Communications seeks to fulfill the needs of viewers, media, and
other stakeholders in relationship management. For viewers, the compang&ducat
viewers on non-fictional, real-life issues in an entertaining way. Thipscally
evident in network websites which are dedicated to the issues that relate to the
viewers of each network. For example, a network focused on animals has a pet
adoption and rescue service on their site. A communication professional from
Adventure’s online and emerging networks division explained that her task is keeping
up with the expanding niche-interests of viewers. “You can go find networks for
exactly what you're looking for anymore,” she said. “We’re required tdyraslto
stay up with that.”

Education is an underlying theme in building viewer-network relationships.
Networks select and position program talents based on their expertise in the subject
matter. For example, on a survival-based show, the network describes the host as “an
extreme adventurer who faces some of the most adverse conditions to help you learn
information that might save your life.” One network director explained:

“We always want to get to information being imparted...so that you're

walking away with information. You're having an experience and you may
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not even know that you ever wanted the information or needed that

information, but you're walking away with information.”

For relationships with media distributors, communicators emphasize audience
customization. “A lot of bloggers don’t want a press release, they want agmessa
that's customized to them,” said one respondent. “It's basically customizetidrase
what each audience wants.” This was also evident in the way communicators
interacted with bloggers for an upcoming convention | helped assess. A publicity
manager similarly commented, “We’re careful about not giving people infanmat
that they don’t need.”

In seeking to meet the needs of stakeholders, communicators also consider
company benefit. One publicity manager explained her relationships with media:

“It's really give and take in the sense that we’re all benefitiomfit. If they

cover our show, we get publicity. If you do something unprofessional, it might

ruin your relationship with them forever. And, | think that they're looking to

us to get information that we can give them so that they have more exciting

things to write about.”

Another publicity manager described mutual benefit between the company
and its non-profit partners. While Adventure Communications reaps value from being
associated with a cause that relates to its mission, “the fact that [naisjci
associated with [the company] builds their brand and gives them more recognition,”
she said.

Relationship outcomes
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The success of a relationship between Adventure and its stakeholders is often
assessed on each relationship’s outcomes. Common considerations include trust,
relational satisfaction, engagement and involvement, and commitment.

Trust. Relationships at Adventure Communications suggest trust and
reliability, especially internally. In one example, the network created lareon
simulator of a recent catastrophic event in order to put viewers as close to the
situation as possible. Before the online simulator received major consumer publicit
a trade publication reported on it and criticized the effort for being insensititie t
victims. The communication director who oversaw the project said she immediately
received a call from a fellow employee alerting her to the potenti&,ausd she
immediately had the simulator taken down from the site. “There’s a lot of trust and a
lot of dialogue that happens—people are very good about that,” she concluded.

Trust is often born in communicators’ efforts to keep people informed, in the
loop, and updated on issues and events. One network publicity manager said that in
her collaboration with other functions, she relies on her colleagues to keep her on top
of everything. “We have to know what is going on so we can appropriately
communicate,” she said.

Finally, many respondents discussed interdependence as an outcome related to
trust. Through the internal relationships created, communication practitiameestc
rely on personnel outside their department (i.e. in programming, scheduling, and
marketing) to launch a promotion or communication campaign. For one

communication professional, trust equates to a family atmosphere at the gompan
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“We work very closely...we’re working in step with our [corporate] brothers and
sisters.”

Involvement and engageme®ne of the main indications of a functional
relationship at ACC is involvement—especially among employees. Company
communication efforts are designed to motivate and encourage employee
engagement. For one, the employee web portal, as has been discussed eatrlier,
features sections that highlight successful projects and employees who make a
difference at the organization. Additionally, the company ensures eegi@ye
granted open access to all events.

The director over internal communication explained that she and her team try
to “make all of the company news personal or human to people all around the
globe...so that communications have a human element.” She further explained that
the online portal features external news about the company so that employees are
knowledgeable and up-to-date on the issues that affect them and the company.

Communicators also seek to elicit stakeholder engagement through feedback
because “all voices need to be valued,” as one professional said. Through the
anecdotes, focus groups, and employee surveys, executives strive to repeesent t
concerns of their stakeholders. This was particularly evident in the nesweddest
that | gather and evaluate blog posts and online commentary regarding one of the
network’s shows. The coordinator explained that they would use the information to
assess how well they connected with the network’s stakeholders. The conggany al
recognizes unsolicited feedback, whether positive or negative, as a valuable

relationship outcome. One communicator said, “We just have people who have very
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passionate relationship with [us] and if they feel like we've gone too far eithy,
they’re vocal about it, which is a wonderful place to be.”

CommitmentThe goal of relationship management is “to get people to watch
our network,” one network vice president admitted. In reality, commitment may g
deeper than viewership or ratings levels.

In fact, many discussed commitment in terms of brand resonance or
stakeholders’ connection to the Adventure Communications brand. One network vice-
president said the value of relationship-building is “having a unified message [and]
people knowing what your brand stands for, then they’re more likely to use your
brand or relate to your brand.” Another respondent referred to commitment as a “halo
effect,” or “whether [the network] is talked about” and includes “people’s recall or
what they talk about when you say Adventure Communications.”

Communicators also consider employee loyalty. “We’re not here to make
employees feel great for no reason,” quipped an internal communication coordinator.
“We're here to make them feel engaged and knowledgeable so that the brand can be
the best that it can be.”

Other outcomes discussed by communication professionals are personal. For
example, one respondent said she values the “personal growth...and wealth of
experience” that her involvement with the company provides. Another
communication executive exclaimed, “I feel like | have the coolest job in the world

and so that’s personally satisfying for me besides being professiocaidiyisng.”
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Overall, relationships at Adventure Communications may be interpersonal, as
communicators seek to engage stakeholders and fulfill their needs. Furthermore,

outcomes reflect a dedication to mutual benefit, commitment, and trust.

RQ 4: Does the level of integration influence public relations’ aietsvin strategic
relationship management?
Any communication structure inevitably influences the way that public relations
any other communication function operates. Consequently, integrated communication
at Adventure Communications is not without its influences on public relations.
Primary among its influences is the effect that integrated communicasanha
messaging and communication tactics. On a deeper level, integrated coatiaanic
bestows a focus on managing internal relationships for communicators.
Messaging and Branding.

The most tangible effect of integrated communication on Adventure
Communication’s activities may be the way in which it influences the content and
tone of communication. At Adventure Communications, all messages are aligned
internally and externally, as evidenced in websites, promotional matggatseand
even in interviews. One communication coordinator explained:

“I think about integrated communication in terms of communications with

internal alignment, to make sure we’re communicating what we have to our

employees...and to our partners, providing them the messaging that they then
need to message back to their clients. And then it's the messaging to the

press.”
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In ACC'’s integrated structure, all communication professionals work tinem
same message and the same brand promise. This does not mean that all
communication messages are the same, or even that each network uses the same
phrases. Rather, “it's a message within a message” as one network execdfigad
each network has its own brand promise that relates to the corporate brand promise.
For example, one executive said her network brand promise is in line with the
company dedication to non-fiction entertainment. Her brand promise is: “We provide
a look at ordinary people living extraordinary lives. You can live vicariously through
our people without having to live their lives.”

In this way, the Adventure brand has an influence on all network
communication messages. One publicity manager for a large Adventure network
said, “The message changes for every campaign, but our underlying message i
always to get across the brand—that it's the number one non-fiction network, that we
produce quality programming.” As such, communication messaging passes through a
brand or editorial filter that helps communicators “remember how to frame
communications.”

The brand may also serve as a framework for behavior and decision-making.
For example, network talent is selected because they represent the brand,@odhis
they are encouraged to represent the brand, rather than talk about it. “We have them
be themselves, and who they are represents what our brand promise is, or they
wouldn’t be on the air,” said one publicity manager. In this way, the brand “is always

part of what we promote, whether it's obvious or not,” as another communicator said.
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Maintaining consistent brand messaging is an important part of
communication at Adventure Communications. Networks often host “off-the-shelf”
training sessions on brand values for new employees. In fact, the internal
communication department for Adventure has developed online programs that
recognize employees who are active in the brand, and spotlight accomplsloment
the employee web portal. The internal communication director who participated in
this research explained:

“We try to make sure that as we build communications campaigns, we build

internal awareness of corporate things. We'll try to highlight people or teams

that coincide with a new show or theme. For example, ‘Here is an HR person
that worked on this project that can tell you why this is so important.” So, it
tends to reinforce some of the things that you are seeing here.”

In spite of this emphasis on the brand, ACC’s brand messaging may not
infiltrate every element of relationship management. In particulaisagesy may be
less influential in more personal relationships. One publicity manager said:

“With the public, the brand has more influence because it's an overall brand

positioning that we all have to agree to. | think my personal relationships with

reporters are not influence by that really at all because it's nsppair

interaction with them.”

In this way, messaging influences relationships on the surface level—the inbrgduct
messaging and promotions level—rather than on deeper levels of persoraigelat

Internal Relationships and Communicators Roles
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Integrated communication may also create relationship opportunities. “We all
love each other and we all work under one umbrella,” said one network vice-
president. With an emphasis on collaboration and cross-functional coordination,
integration bestows priority on internal relationships. Furthermore, commumnicati
professionals may lead the effort to manage internal relationships and advance
integration. Respondents commonly discussed their responsibilities in coordinating
activities across departments, and keeping everyone on the same page.

One way communicators fulfill this responsibility is serving as liaisons
between teams, functions, and corporate partners. One network publicity manager
explained, “I help liaison with the non-profit partners that we work with from the
communication’s side of things, and I'm our team liaison with our marketingasam
well.”

The internal director of communication explained that her job extends beyond
informing employees about corporate policies. In addition to communicating on
corporate programs, she said, “I'm tasked with working with other communications
folks around the globe and making sure that employees here are engaged and
knowledgeable about the brands and businesses that we have.”

Employee knowledge and engagement also translate into employee promotion
of the company and its networks and programs. Part of communicator roles at
Adventure networks is to provide employees with resources to be brand ambassadors.

“I think our employees are the first line of ambassadorship. With thousands of

employees around the globe, they, in turn, have thousands and thousands of

friends. So, they get on Facebook and say ‘Watch this tonight.” So, | trust you
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and you have great television judgment and hey why don’t | tune in because

my friend says this is a great show? So, we try to arm them to get them out

there talking about things, being engaged.”

In efforts to ensure integration, communication professionals also have to
manage the challenges of integrating communication across the gamut afukdve
networks. Getting “buy-in” from employees and overcoming department sddwar
considerations discussed in interviews. One respondent explained, “People are doing
their jobs and sometimes they think they don’t have time to communicate with one
another, so we try to figure out why—help formal and informal communications to
occur between departments.”

Another challenge is navigating network competition. “We definitely make an
effort to make sure we’re not competing against our own selves at times,” one
communication director said. This includes making sure not to apply for too many of
the same awards or pitch the same reporters. One communication professional
admitted, “It’s pretty easy to navigate New York Timesovers [one of our network
affiliate shows], | should probably not pitch them with the channels I'm over, it's
kind of a common sense thing.”

Additionally, several respondents indicated that they fulfill an advisory or
consulting position, in which they use their expertise in communication to help guide
an integrated communication initiative. One network director said, “Oftentimes,
we're a sounding board for standard practices within our shows because people know
that ultimately we’ll have to deal with it.” Part of this responsibilitgludes ensuring

that network messages are in-line with the corporate brand.
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Overall, integration may influence communication roles at Adventure
Communications, though the effect may be limited to surface level and tactical
communication practices, including press releases, and other communication
collateral. Interpersonal relationships between communication professandl
stakeholders may not be influenced, though integrated communication does render
communicators as relationship and integration facilitators, as they leadatmalint

process of integration.

Case Summary

In this summarizing section, | will outline some common themes that lead into
the concluding chapter that follows. This section features a summary lokealldase
organizations.

The cases outlined in this chapter were positioned according to level of
integration, with case one being the least integrated organization and case thre
representing the highest level of integration among the three casesy Itamtantion
that of the three cases, only the third case features a fully-integoseadunication
structure.

This research revealed distinct themes around what integrated communication
involves. Almost consistently, integrating the messages, look and feel of
communication is a common consideration among practitioners in all three cases.
However, where the three cases diverge is the extent of integration beyoadintgess
considerations. Whereas data from the first case shows that messagop is a t
priority, the second and third cases reveal priorities on communicator alignment. |

the second case, emphasis appears to be on getting all communicators on the same

253



page. In the third case, integration is born in fluid internal relationships at the
company.

Communication roles appear to be consistent throughout the three cases, with
a priority on public relations as media relations and promotion, and marketing roles
on advertising, sales, and business development. Throughout the cases, it appears that
differences between public relations and marketing become both more pronounced
and more coordinated as integrated communication develops. In particular, public
relations functions move from strictly media relations in the first casecteasing
levels of strategic relationship management in the second and third casas]lgspec
with internal stakeholders.

In this way, it appears that relationship management is a critical part of
integrated communication, and | was hard-pressed to find a respondent dcross al
three cases who did not talk at length about the importance of relationship
management. Research results reveal that integrated communicatiorsetfypata
relational concept, rather than one of message coordination or image synchronization.
Integration requires coordinated relationship management among departments and
functions. In this way, it does not appear that integrated communication threatens
public relations roles in strategic relationship management. Rather, itatuayiya
enhance its roles in relationship management, as respondents commonly discussed
efforts to facilitate internal relationships.

This emphasis on relationship management in integration reveals an under-
explored understanding of integration. Regardless of the level of integrated

communication development at an organization, integration operates as a natural,
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organic process built on internal relationships, interactions, and self-initietther
than on company mandate. Furthermore, public relations-based perspectives on
relationship management (i.e. two-way symmetrical communication, dialogue,
openness, etc.) may facilitate integration, granting public relationstjonaers
management roles in integration.

In the next chapter, | will discuss the themes and patterns of the three cases,
and outline the implications of these studies. The section is separated bgtresear

guestion, and includes implications for both practice and academic purposes.
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Chapter 5. Conclusion

When | set out to explore the role of public relations in integrated
communication, my original intention was to gather research to test or ikustea
theories of integrated communication, public relations and marketing. Throughout my
review of the literature, | had discovered that perspectives on public relatidns
integration were either prescriptive or opinion-based, and did not sufficiently
establish a research-based understanding of the influences of integrated
communication on public relations. In particular, | wanted to address an assumption
in the literature that integration would inhibit the strategic role of publit@akand
would sublimate public relations to marketing. What is more, the literature tkd litt
to dispel this assumption, as much of the integrated communication literature depict
public relations as a tool, much like advertising and direct selling are fimols,
accomplishing marketing objectives.

Perhaps for this reason, Hallahan (2007) called for an investigation into
integration and Grunig (2006) called for a merger of marketing communicatidns a
public relations theories. These calls to action were the context for thidatisse
and | took as my framework the definition of public relations in the literature as a
strategic relationship management function and assessed whether varyees aégr
integration (based on Caywood’s [1997] work) would influence that role.

What | discovered was integration does, in fact, influence public relations’
roles in strategic relationship management, but not in the way that scholats mig

anticipate. Rather than limit its roles, integrated communication advances publi
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relations roles in strategic relationship management, and this study denessiai
higher degrees of integration may lead to more emphasis on public relations as a
management function.

In the following section, | will discuss the results of the research questions f
this study, including the implementation of integrated communication and its
influence on public relations as strategic relationship management. Iseiltisicuss
the implications of these results on theory and practice, and will propose new

directions for implementing and conceptualizing integrated communication.

Integrating Communication

Each of the three cases displays varying levels of integration based on Duncan
and Caywoods (1996) and Caywood’s (1997) framework. In fact, the ordering of the
cases represents a progression from low levels of integration in the $egibdaigh
levels in the third. Whereas the results of this study corroborate Duncan and
Caywoods (1996) and Caywood’s (1997) concepts of the development of integrated
communication—that it moves from awareness to message integration andeljtima
integration of strategic relationship management—the results of thisaady
showed gaps and overlaps that lead to a need to revisit the levels and concepts of
integrated communication. In particular, these cases demonstrategMamgis of
integration within the same case organization, and for this reason levgisedds
each case represent a general fit for analysis purposes. Case osentepneage
integration, case two represents functional integration, and case threemepres

relationship management integration.
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Case 1: Image Isn't Everything

Park University demonstrates formative and early stages of integrated
communication. Respondents admitted to as much in interviews. Indications from the
data are that Park University falls somewhere in between stage onetiategra
awareness, and stage two, image integration, though some processes demonstrate
levels of stage three, functional integration.

Integration at Park University may be a process that has yet to be initiated.
Current communication practice reveals levels of spontaneous and natural
coordination, but, at this point, the university is formalizing the process for she fir
time. Town hall forums and other meetings are designed to gather input for the
university’'s integrated strategy. Throughout meetings with communicaétin st
leaders reiterated the need to integrate because the market conditionstrequire i
citing “waves of change,” the economic downturn, and the university’s new strateg
plan as variables necessitating a new approach to communication.

This emphasis on change mirrors what Caywood (1997) labels as the first
stage of integration—awareness. Data gathered through interviews;agimserand
documentation show that change facing the university “reinforces the opporarnity f
developing an integrated management and marketing system” and that “the basi
shifts in market power, taste, access, and diversity will demand new orgamat ati
strategies and tactics to communicate with the customer and to establish new
relationships with customers and other stakeholders” (Duncan & Caywood, 1996, p.

24).
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Furthermore, the data confirm opinions in the literature that decreasing
message impact and a changing media environment lead to integration at the
university. Among other things, Park University’s situation corroborates the
proposition that “the greater the degree of change on the existence of spadi&t m
pressures, the greater the likelihood that integrated marketing comnamigak
emerge” (Duncan & Caywood, 1996, p. 23).

However, categorizing Park University under stage one integration would be
short-sighted, even though leaders admit that the process has only just begun. The
university demonstrates higher levels of integration even before structured
coordination has been implemented. In particular, it is evident that stage twge-ima
integration—may be more appropriate because the university efforts areektiica
building “a consistent message, look, and feel” (Duncan & Caywood, 1996, p. 25).
Emphasis on “developing and deploying” the university’s brand promise reflgct thi
level of integration.

Though formal efforts to integrate communication at the university may be in
their earliest stages, indications are that the process was alreadynacoaturally.
Major campus events and communication efforts reflect higher levalnctidnal
integration, and communication departments throughout the university demonstrate
processes that “permit each form of communications to contribute to the success of
the [department’s] mission” (Duncan & Caywood, 1996, p. 23). It is apparent that
without formal mandate, integration may be a naturally occurring respmasaced

to improve efficiency and impact.
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Case 2: Functioning in Spite of Itself.

Defense Inc.’s level of integrated communication is challenging esss®n
the one hand, senior leaders paint a picture of a coordinated integration effort. On the
other hand, communication managers and staff indicate otherwise. For themgDefens
Inc. “succeeds in spite of itself” as one manager indicated. The comp@iy'®p-
down structure may be too specific to apply to local needs, and communicators
struggle to work around directives and approvals processes. In the end, operating
groups and lines of business demonstrate varying levels of integration with the
company.

Integration at Defense Inc. may also be influenced by the number of mergers
and acquisitions over the last few years, as processes to get new corfgranies
board” may be keeping levels of integration lower in relevant parts of the cgnipan
may be for this reason that respondents indicated that integrated communication vary
by location.

Overall, the data collected in this study mark Defense Inc. under the third
stage of integration—functional integration. Caywood (1997) refers to thes asag
the first steps to overcome functional silos, based on management pressure to work
together and recognition that limited resources makes cooperation is ngcéiseae
perspectives are represented at Defense Inc., where conferences anteetings
encourage cross-functional collaboration across communication and marketing
functions.

Under this level of integration, functional coordination happens on a case-by-

case basis, as marketing and public relations work together on specific gasnmai
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activities, but not on a regular basis. At Defense Inc., defense industry tradeshow
represent functionally integrated endeavors, as communication and marketing work i
tandem for the benefit of the company.

Furthermore, at this level, companies conduct SWOT (strength, weakness,
opportunities and threats) assessments, and analyze the contributions of marketing
and public relations to strategize based on functional strengths (Caywood, 1997). At
Defense Inc., emphasis in the research is on understanding the externatdtireats
company, and the need to integrate communication to provide a united front against
such threats as perceived unethical practices, layoffs, and support for tHowar e

At the same time however, some processes at Defense Inc. slow or even stifle
integration. Research with company communicators reveals that the commaiext
approvals, along with the tendency for the company to step in and change the
direction of a functional endeavors may limit communicators’ self-inrgain
integrate. This is also reflected in interviews and meetings in which oaroators
discuss the importance of letting headquarters lead the process. The meileiof
integration limited to campaigns or projects, as opposed to company-widetiotegra
On any given project, integration may vary, based on expectations of communication

staff or actions by corporate headquarters.

Case 3: Fully Integrating Communication

Duncan and Caywood (1996) proclaimed that a “fully integrated strategy will
permit each form of communication to contribute to the success of the corporate
mission” and that the greatest degree of integration emerges from the twepera

efforts of the traditionally separate fields of advertising, publicicglat promotions
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marketing, personal selling, and direct marketing” (p. 23). In this way, itit@gia
ongoing and continuous, and does not differ from one company project to another. Of
the three cases evaluated here, Adventure Communications may be most
representative of a fully-integrated strategy.

Adventure Communications represents the highest level of integration because
communication professionals participate in the strategic management ofrtpargy.

At this level of priority, communicators are brought “in direct contact withuhe f
range of management functions and businesses and other complex organizations” (p.
32) for the strategic management of the company’s stakeholders.

Furthermore, this level of integration requires that communication takes on
the responsibilities of managing the full range of relationships, both ifteamal
externally. At Adventure Communications, public relations and communication
professionals commonly report that they manage relationships, externdilyhev
media, consumers, and network viewers, and, internally, with employees and business
partners. They also manage contact points to ensure stakeholder experigntes wi
company are consistent and represent the company’s values and mission.

In this way, communicators at the company are leading formal and informal
processes behind integration by building brand-specific initiatives and lijatawj
connections between employees en route to natural and spontaneous collaboration.
Additionally, Adventure Communications fulfills the requirements for relakigns
management integration because communicators at the company offgresrate
tactics, and experience that “marketing or other organizational functimms ehnnot

provide” (preface, p. xx).
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Public Relations Roles in Integration

One of the purposes of this research was to answer the criticism that
integrated communication is a threat to public relations, and stands to sublitoate it
marketing and limit its roles in strategic management. Going into this projgct
assumption was that these claims were unconfirmed and based in opinion. | believed
that any conclusion on the matter could not be made without an investigative study
evaluating the roles of public relations in integrated communication. Though this
study is hardly conclusive on the matter, its insights reveal that intagrady not
render public relations a marketing support function, but rather, it leads to a more
defined emphasis on strategic relationship management.

Across all three cases, public relations fulfills roles in strategiagement.

At Park University, communicators serve as integration facilitators, esgiogr
coordination between university departments. Similarly, at Defense Inc. and
Adventure Communications, directors in communication and public relations are
leading the integration effort. Additionally, public relations and communication
professionals across all three cases fulfill roles in strategitoorethip management,
while marketing professionals fulfill roles in business development and asivgrti
In fulfilling these responsibilities, it appears that communication ogetzsed on
two-way dialogue, and marketing, on one-way advertising initiatives.

Furthermore, there is evidence that greater degrees of integrated
communication lead to more emphasis on relationship management in public relations
and communication functions. At Park University, though public relations

professionals help facilitate integration, their dominant responsibiliiesfanedia
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relations and mediating interactions between media professionals and wniversit
faculty and staff. At Defense Inc., media relations is also a primgvgmesbility,
though there are recognized roles of facilitating integrated communication and
building internal relationships towards effective integration. Finally, at Aldve
Communications, media relations appears to be one of many tools used in the
communication toolbox, as professionals consider their responsibilities from a
relationship management perspective, both internally and externally.

One area of growing overlap, however, is in the area of stakeholder
engagement. There is an emerging recognition that traditional marketirgnces,
like consumers and customers, may be served best by public relations actities, a
throughout the cases, there is no clear distinction on which function “owns” a
stakeholder group. At Park University, marketing and public relations both target
students, alumni, and donors. At Adventure Communications, both functions focus
efforts on viewers and consumers.

The main differentiation may be that public relations functions manage
relationships with a broader array of stakeholders, as the marketing functsonadoe
appear to be involved with employees, non-profit organizations, media professionals,
community members, or government stakeholders. This difference confirms
Kitchen’s (1999a) claim that in the corporate balancing act of profits, consumer
satisfaction, and public interest, public relations plays a role in each—iartheof
marketing public relations (promotion and publicity) for the first two, and comporat

public relations for the last.
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This also demonstrates the flexibility of the public relations function within an
integrated communication context, that communication tools available to public
relations practitioners include marketing tools and strategic relatpnsimagement
tools. Furthermore, it appears that integrated communication does not limit public
relations’ use of these tools to merely the marketing-type, but rather, gitérhi
levels of integration, companies recognize and utilize the gamut of publiomslat

tools in strategic relationship management.

Strateqic Relationship Management in Integration

The purpose of this research was to evaluate strategic relationship
management strategies and assess to what degree integrated commnunicati
influences those strategies. This study found that strategic relationshagenaent is
a priority within an integrated communication context, and that as organizations
progress from low to high levels of integration, relationship management becomes
more complex and may take on a higher priority, especially among internal
relationships.

This study illustrates the general theory of relationship managemeath®f
the three organizations builds relationships “around common interests and shared
goals” in order to enable “mutual understanding and benefit for interacting
organizations and publics” (Ledingham, 2006, p. 190). It is also evident that
companies engage in relationship management for mutual benefit (Ledingham &
Bruning, 2000b) and communication functions seek to fulfill organizational
objectives and prove value through strategic relationship management (Grunig &

Huang, 2000).
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Relationship Management Across the Cases

Each case demonstrates that integrated communication involves a priority on
strategic relationship management, as all three organizations “engag@wuobe
that benefit [their] publics as well as serving the interests of the orgjanizand
build relationships to “inform[ing] key publics about the organization’s behaviors”
(Ledingham & Bruning, 2000b, p. 66). Relationship management at each organization
involves 1) identifying constituencies with which to build a relationship, 2)
communicating organizational activities that foster connections, and 3) eggagin
activities that will build trust, support and commitment between parties (Lieahimg
& Bruning, 1998). These three relate to the concepts of relationship antecedents,
strategies, and outcomes, as reflected in the literature (Grunig & H2@01Q).
Furthermore, a cross-case analysis reveals that relationshipdamtsgetrategies,
and outcomes vary based on the level of integration of each company.

Relationship antecedents and constituendesecedents are defined in the
literature as contingencies or causes of a relationship formation, anceiticéud
properties that lead to a relationship. The literature outlines a broad array of
relationship connections (Grunig & Huang, 2000), though each seems to be reactive.
That is, organization-public relationships arise out of a response to an issue, crisis, or
situation. In this research, however, antecedents appear to be strategiuzalioyes
target stakeholders, build linkages, and plan interactions for the mutual benefit of the
organization and its publics. Relationship antecedents, then, are strategidesnd ref

the overlap between company offerings and stakeholder needs.
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Park University’s early efforts to integrate all communication actiwiéire
based on identifying strategic publics and their connections (current or pdtential
the university. As such, target publics at the university include students, alumni,
potential donors, local government officials, and the surrounding community—
though a priority is placed on students because of their intimate connection to the
university and potential to contribute to the university once they graduate. Atdeefe
Inc., relationship antecedents are also strategic, as communicatots bagd
relationships with clients, end users of their products (military personndlmadia
professionals. Finally, at Adventure Communications, strategic relationship
antecedents include connections to the company based on entertainment needs (i.e.
viewers and critics), issue or topic overlaps (i.e. non-profit organizationsupabrt
animals or environmental practices). In this way, it is also important to note that
stakeholder considerations include the gamut of publics upon which the organization
depends, including customers, consumers, employees, community members, and
others.

Communicators at each of the three companies also recognize
interdependence with internal stakeholders, especially employees, thooghitien
varies. At Park University, departments are described as “insular” doddsand
cross-functional connections tend to be limited, though University Communications
staff is trying to increase connections between departments by skaowtedge and
increasing employee access. At Defense Inc. and Adventure Communications,
employees may maintain more recognition of interdependence. At DI,

communication conferences and standard operating procedures requiring approvals
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appear to instill an approach that requires employees to work together across
functions, and at ACC, connections appear to be fluid, and are based on several levels
of information-sharing and employee connections.

In this way, access may be a critical antecedent for relationship buihdinhg t
relates specifically to integrated communication. As pointed out in the previous
section, integrated communication operates from the interconnectedness of
employees who must work cross-functionally to produce a coordinated and consistent
communication campaign. The higher the level of integration, the more cross-
functionality must exist. It may be natural, then, that higher levels of inkegragay
feature higher levels of interconnection between employees and morgitiecogf
interdependence. In fact, the three cases taken together represent aiprogkess
the level of integration increases, so does recognition of interdependence among
employees and other internal stakeholders.

Relationship strategie3his study illustrates Ledingham’s (2003) perspective
that relationships are based on interpersonal perspectives and that thaiit are
common interest between both parties. Each of the three organizations analyzed in
this study consider relationships as a necessary component for the organization t
“enjoy a license to operate” (Heath, 2001, pp. 2-3). Furthermore, relationship
management is a strategic endeavor, revealing a need to reconsider the
conceptualization of organization-public relationship categories as outlined in the
literature.

This study demonstrates that organization-public relationships are preactive

relationships are strategic and interactions are purposeful. Consequeethngeb
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relationship-building activities as "maintenance strategies" (G&rtuang, 2000)

may not be appropriate. In this study, each company approaches relationship
cultivation and management strategically—relationships are built around common
interest as all three organizations seek to match their company offerthgbe

needs or desires of their stakeholders, and communicators seek to accentuate that
overlap. There is evidence, however, that in spite of this similarity, relagponshi
strategies become more symmetrical as companies engage in higheoflevels
integration.

Relationship strategies at Park University appear to lean asymmetsica
communication involves promoting the strengths of the university as a value
proposition to engender stakeholder loyalty. As the university develops its branding,
relationship strategies appear to reflect a dedication to creatingaioeal
connection between stakeholders and the university brand, which is reflective of
marketing literature (Keller, 2003).

Cases demonstrating higher levels of integration, however, feature an
emphasis on symmetrical strategies. At Defense Inc., relationships &ppea
communal, interpersonal and based on task-sharing. Communicators' efforts to
support the families of military personnel are one example of this perspective.
Similarly, Adventure Communications emphasizes symmetricaloakdtip
strategies through encouraging dialogue and interpersonal engagement.

There is also evidence that relationship strategies vary based on tloé type
relationship—whether external or internal. Results from all threes cimav that

communicators use interpersonal and two-way symmetrical strategefelaw
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employees and other internal stakeholders, regardless of the level of intedrark
University communicators emphasize sharing tasks in their internébnslaip
efforts, especially in situations in which media relations works across sdool
publicize departmental news. Adventure Communications emphasizes face-to-fa
interaction, knowledge sharing and dialogue between the organization and its
employees through brown bag luncheons and instructional sessions.

These differences in relationship strategies reveal two possible conclusions
First, with higher levels of integration, relationships may be more intenperand
symmetrical. On the other hand, emphasis on symmetrical relationship sgategi
between internal stakeholders throughout the three cases demonstratee thfat typ
relationship, rather than level of integration, has a more direct influenced€ong
both scenarios, it is likely that both conclusions may apply. On the one hand,
integration involves interpersonal connections, and thus higher levels of integration
require higher degrees of two-way symmetrical relationship steste@n the other
hand, personal relationships may be more symmetrically-oriented by#beie, and
may not be affected by brand priorities associated with integrated cooatiani

Hon and Grunig’s (1999) work may shed light on this issue. They proposed
that “most relationships begin as exchange relationships and then develop into
communal relationships as they mature” (p. 21). In this way, integrated
communication appear to be a process by which communication and relationship-
building mature at an organization, as company communicators recognize
interdependence and work together for the benefit of the organization. With advanced

levels of integration, then, comes a maturity in relationships, as they prérgrass
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exchange to communal relationships, and from asymmetrical to symmetrical
communication strategies.

This point is particularly evident among the three cases. In fact, mowimg fr
Park University to Defense Inc. and Adventure Communications, it is possible to
track the progression on Hung’s (2005, 2007) exchange and communal relationship
continuum. Relationships at Park University appear to be marketing-oriented, and
reflect Hung’s notion of manipulative relationships—that is, the organization uses
asymmetrical strategies to influence its publics (Hung, 2005, 2007).

Relationships at Defense Inc. and Adventure Communications appear to be
more symmetrical. At Defense Inc., relationships between employees and
headquarters reflect a contractual agreement, while communicator temoghthe
need to collaborate of reflects "symbiotic interdependence” and the compgaoniss e
to work with non-profit groups for the common good of military personnel border
"covenantal”. At Adventure Communications, internal relationships are covenantal
as communicators commonly indicated that they enjoy working together for the
common good.

Postmodern relationship#s noted above, relationships appear to be
purposeful and strategic—especially external relationships—as each atgamiz
uses public perceptions of trust, commitment, mutual benefit, and organizational
involvement and behavior (consistent with the work by Bruning and Ledingham
[2000a, 2000b]) to manage relationships and design communication strategies. At the
same time, however, postmodern considerations are also relevant and expand

understanding of integrated communication.
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Postmodern models of relationships, like the dialectical model—which
considers relationships formed by contradiction, conflict, and competition
(Holtzhause, 2007, p. 365; Hung, 2007, p. 450)—apply to internal stakeholder and
employee relationships. In particular, the cases demonstrate that eeploy
relationships may be based on the dialectical principles of autonomy vs. connection,
change, and other relational tensions.

As integrating communication leads to new relationships, tensions define the
experience. Examples of relational tensions can be found across the tese@uods
include Park University communicators’ concerns about losing ownership of their
departments’ alumni, communicator concerns at Defense Inc. about working through
the complex political structure (and choosing alternatives for efficang)the
concerns by some Adventure Communications communicators that larger networks
will receive a higher priority. In each of the cases, relationships feeged out of
these tensions.

Another postmodern consideration that applies to internal stakeholder
relationships is the notion that relationships are spontaneous and unplanned (Stroh,
2007). Each of the three cases demonstrates scenarios in which coordinatson arise
out of unplanned interactions (i.e. at informational meetings). In each scenario, it
appears that these unplanned interactions are based on interpersonal access—that |
with increased face-time, relationship opportunities increase. In faognmzing the
benefit of these unplanned and spontaneous interactions, organizations with higher
levels of integration in this study are focusing on increasing interachiomsgh

forums, events, and meetings.
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These considerations call for a postmodern perspective on integration, and
may fulfill the need proposed by integrated communication scholars to advance
scholarship beyond pre-paradigmatic levels of understanding. Current indegrate
communication scholarship is based on a modernist approach to understand the
interplay between communication effects—that is strategic management of
communication and relationships leads to greater efficiency, brand equity, and
revenue for an organization. This study, on the other hand, demonstrates the need to
consider integrated communication from a postmodern perspective because
interactions happen spontaneously. This leads to a theoretical proposition that higher
levels of integration leads to more relevance of postmodern perspectives on
relationships.

Online relationshipsThis study also provides insights on online relationship
strategies. Using online and digital technology, public relations rolesategit
relationship management may be magnified, as practitioners interatlydiveh the
public through social media tools like Twitter, Facebook, YouTube, and others. What
is more, online relationship strategies appear to be interpersonal and coovalksat
invoking dialogue and feedback, rather than promotional or marketing-oriented. In
particular, online relationship building at the highest level of integration apfeear
confirm research findings by Sweetser and Metzgar (2007). Online refapisrad
Adventure Communications are conversational and are based on responsiveness,
listening, and customer service. Furthermore, Kent and Taylor’'s (2002) firediegs
also representative here, that relationship management online requiressoteper

orientation, including the skills of listening, showing empathy, identifyingnaom
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ground, and being able to contextualize issues within local, national, and international
frameworks (p. 31).

Relationship OutcomeRelationship outcomes across the three cases
demonstrate a focus on building and enhancing corporate reputation, consistent with
Yang and Grunig’s (2005) work in which they propose that active communication
with an organization leads publics to hold a favorable impression of the organization.
Beyond reputation, however, it is apparent that, as integrated communication
develops, relationship outcomes move from reputation to stakeholder benefit.

Communicators at Park University define relationship outcomes in terms
university-benefits, like reputation, investment and stakeholder involvement. Befens
Inc. communicators discuss relationship outcomes in terms of stakeholdey thgalt
facilitates sales, but data also reveal levels of stakeholder bemef#agrificing
company personnel for the benefit of the military). Finally, at Adventure
Communications, relationship outcomes are defined in terms of reliance and trus
between ACC communicators.

Overall, it appears that relationship management follows integration and that
the highest levels of integration lead to symmetrical relationship condépgdeads
to the hypothesis that integrated communication influence strategic retgions
management and public relations roles therein, which is discussed in the following

section.

Does Integration Influence Strategic Relationship Management?

The short answer to this question is, “Yes, Virginia, integrated communication

does influence public relations,” but not in the way scholars anticipate. Rather than
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sublimate public relations to marketing and threaten its roles in stratagagement,
integration aligns public relations with marketing and facilitates publations as a
strategic relationship management function.

Integration influences communication in three ways critical to public
relations. First, it creates internal relationships where they otleenaay not have
been recognized. Across all three cases, development of integrated comismunicat
has led to more recognition of cross-functional interdependence and higher levels of
collaboration, internally, among public relations, marketing, and other
communication functions.

Second, integrated communication increases public relations roles in strategic
relationship management. With increased interaction among departments and
functions, relationships become more important, and public relations appears to fill in
the need of managing these internal connections. Furthermore, public relatiotss and i
emphasis on two-way symmetrical communication is also recognized Vatuts to
the organization and communication initiatives. It is apparent that with highés leve
of integration, comes more use of public relations as a strategic refgpions
management function.

Finally, integration may lead to higher levels of strategic relationship
management based on public relations values of dialogue, interpersonal
communication, and two-way symmetrical communication. Furthermore, though the
marketing concept of exchange relationships appears to be evident in relationship
management, advanced levels of integration show that communal relationships are

also a priority, especially among internal relationships. Integration apfzearove
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relationship considerations from transaction-based, customer exchanges, to the
broader consideration of the gamut of stakeholder publics that may be influenced by
an organization, and the relationship needs of these publics.

Overall, evidence suggests that integration may transfer public relatoms f
a media relations or marketing support function to a strategic relationship
management function. Therefore, the appropriate understanding of public relations
within integration may be as a relationship management function.

Furthermore, it is also evident that relationship concepts may represent publi
relations models of relationships than they do marketing models. Though relationship
management across the three cases reflects an exchange and even marketing-
orientation towards relationship building, there are several levels of nmayketi
concepts that do not apply. First of all, the marketing literature advoegeesting
publics into customer-characteristics and product-related elementsr(2R8K8).

Whereas it is possible that the marketing functions at each of the threenegses

engage in this type of analysis, there was little indication that publicoredat

professionals conduct relationships in this way. In fact, even at Park Utyiversi

where integration is led by the chief marketing officer and VP of markstrategy,
relationship considerations appear to be based on the access points and experiences of
stakeholders with the university, instead of demographic or product-usage variables
Public relations relationships also extend to symmetrical consideratiorslohgy

together for the common good and helping others without expectation of return.
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Implications for Theory and Practice

This study adds insight to both the theoretical development of integrated
communication, and the practical implications of integrating all company
communication. First, this study reveals a need to reconsider integrated
communication as a spontaneous and naturally-occurring process. Second, the study
also holds practical value, as it demonstrates that successful integragtiovegself-

initiative and inter-departmental relationship-building.

Implications for Theory: Organic Integration

This study adds insight to the ongoing development of the concept of
integrated communicatioQver the last two decades, integrated communication
scholars seem to have added complexity and complicating the concept of iotegrati
Perhaps the worst offense of this complication is the definition | chose as the
framework for this study:

“An audience-driven business process of strategically managing staksholde

content, channels, and results of brand communication programs” (Klitachko,

2008, p. 140).

This definition seemed to encapsulate all of the main considerations of
integrated communication in the literature, and also represented a alaamiork for
building a research project—data collection surrounded the separate notions of
managing stakeholders, content, channels, and results. What | found, however, was
that the definition was too complex to accurately portray the execution of imegra
In fact, | was even told that in my interviews. What | discovered wash@atincept

of integration in a professional setting was simpler than the concept debates in
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scholarship represent—integration is coordination of communication functions for
efficiency and impact.

Integration takes on many forms—top-down, bottom-up, lateral—and also
features varying levels of coordination, varying from simple message catoai to
cross-functional collaboration of company communication. However, the bottom-line
of integrated communication is the notion that a company coordinates communication
functions, and this process may occur naturally.

Throughout the three cases, levels of company coordination vary—from
message synthesis to cross-departmental coordination. But in spite of the cempany
degree of integration—per Caywood’s (1997) framework—integration appears to be
a natural process based on internal relationships and connections—a process | refe
as “organic integration.”

One of the surprising findings of this research was that integration appears to
occur naturally regardless of formal company structure. For examplakat Pa
University, varying levels of collaboration between departments haveceriza
before the university began the effort to integrate communication. Similarly,
collaboration occurs at Defense Inc. in spite of a top-down structure that niay inhi
it, and Adventure Communications relies on the process to be self-initiated.

Therefore, integrated communication, as reflected in this study, is a cross-
functional process that may or may not be managed, but that occurs naturally as
communicators seek to build relationships with stakeholders. In other words,
mandates and directives may serve to initiate the process, but integratksas an

organic process. One respondent described this natural or spontaneous element of
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integration as “organic integration” and | believe that it has relevanossattrese
cases, and perhaps beyond.

Duncan and Caywood (1996) may have uncovered the basis of a natural or
organic integration process in their original conceptualization of integrated
communication stages:

“The greatest degree of integration emerges from the cooperative efforts

the traditionally separate fields of advertising, public relations, promotions

marketing, personal selling, and direct marketing...as each step of integration

is mastered and accepted, the elements begin to work together” (p. 23, 29).

Gronstedt’s (1996) also introduced concepts that relate to organic
integration—his stakeholder relations model prescribes a process based on dialogue
interdependence and partnerships that lead to mutually beneficial relgign&hs
study and the concept of organic integration advance these relational peespafct
integration.

Organic integration recognizes that integrated communication are a
spontaneous and natural process based on self-initiative, interdependence, and
internal relationships. This is a departure from the literature, whichd=syasi
integrated communication from a modernist perspective—that proper management of
communication functions results in communication unity, which in turn yields an
impact on stakeholders, which in turn leads to successful communication and
organizational benefit. Integrated communication, as an organic process, includes

several factors:
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AccessOrganic integrated communication require and operate on inter-
departmental access of organizational personnel. In other words, employees need t
have face-time and access to each other in order to collaborate. This may@ppea
a common sense consideration, but it is one element of integrated communication that
is not equally-shared across the three cases. In fact, getting enstiogetner to
spur integration appeared to be one of the main priorities of management in furthering
integration efforts.

At Defense Inc., corporate leaders have begun to conduct company-wide
forums for each of the communication functions. Though these forums act as training
sessions on company strategy, corporate leaders admitted that communication f
have been invaluable for granting employees access to each other, leading to
coordination that would not have happened otherwise.

Similar experiences were recounted in the other cases as well. Park
University hosts a campus communicators group that meets on a regular basis and
members of the group include every communicator on campus. Though these campus
communicator meetings are meant to be informal sessions where méanNethe
opportunity to discuss their projects and initiatives, respondents indicated that on
more than one occasion, these meetings have led to informal and spontaneous
coordination across department boundaries. Up until this point, however, it is evident
that these campus communicator meetings are, as of yet, untapped potential for
organic collaboration. During interviews, respondents indicated that coordination that
comes out of these meetings is more of an unanticipated outgrowth than a recognized

purpose. Finally, Adventure Communications also conducts meetings in which
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communication and marketing meet to discuss projects and plan potential
collaboration. Hosted by corporate communication group, the recognized objective of
these meetings is to facilitate collaboration.

This principle of access also requires that communicators have informal
interaction outside of meetings. This may be achieved through geographic
connection, as is the case at Defense Inc. For one Operating Group, most of the
communication offices are located in the same hallway in one of three buildings the
company owns in a half-mile block. Discussions with communication managers who
work in the same hallway indicated that they naturally work together etaeis
offices are so close to each other, but that they rarely interact with other
communicators at the organization—including their boss—whose office is a few
blocks away.

Organizational supportOrganic integration requires the organization to
provide a context that lends to interaction. Successful integration depends on an open
and fluid company structure.

In this way, organic integration is influenced by company culture.
Respondents who said that integration happens naturally pointed to an organizational
culture that is flexible, encourages openness, and is not resistant to change. For
example, Adventure Communications’ staff commonly attributed the ease of working
together as an aspect of the company’s flexible and open culture. On the other hand,
Defense Inc.'s rigid structure stifles collaboration, and communicatoksaxound

the system to integrate efforts. In fact, corporate efforts to step in anchotatkel of
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operating group initiatives, as reported by some respondents, appear to discourage
collaboration and impede integration.

Knowledgelnformation-sharing may be a key component of integrated
communication, as coordination may not function without a shared-knowledge across
functions. For Adventure Communications, knowledge sharing is a priority. The
company regularly conducts information sessions for its employees, like-baxyvn
luncheons with senior executives and even global events featuring interassivmse
with network talent and celebrities. Additionally, employees have accesg$yto dai
information-updates through the intranet employee portal. As discussed isuhg re
section, this portal features company news (from both external and interna)putlet
information on initiatives and performance standards, and even features employee
interaction sections, like team and staff highlights and sections that egeoura
employees to share videos, pictures, and journal entries about their travedreogse

Taken from another perspective, a lack of knowledge-sharing may inhibit
integration efforts. This may be the case at Defense Inc., wheiesdaoaaformation
is limited in some operating groups. For example, the director of employee
communication in an operating group with employees both inside and outside the
United States expressed frustration with an online structure that only gcaess to
the company intranet site by U.S. employees, leaving the internationaye®gpl
without access to information that may be critical for integration.

Another way organizations may facilitate knowledge-sharing is through the
use of inter-department liaisons, which are representatives who attendgseeti

outside of their department to coordinate communications and stay informed. At
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Adventure Communications, inter-department liaisons are a common fixture of
integrated communication, as several respondents indicated that both communication
and marketing departments designate a representative to split timezbet
departments and attend the other department’s meetings to ensure that the two
functions “are that much more collaborative and in sync,” as one respondent said.
Though networks can ensure consistent messaging between marketing and
communication, these inter-department liaisons also facilitate symetigg form of
one department providing the other with an added lift to a promotional launch. For
example, one respondent at Adventure said that she might include samples of
products that marketing may be trying to push in goody bags distributed at an event.

Self-initiative.A hallmark of organic integration may be the propensity for an
individual to interact with others and seek out opportunities to integrate
communication efforts. Organic integration is a self-initiated processs aaflected
in efforts by both Park University and Adventure Communications.

At Park University, media relations associates dedicate their tigurg out
and finding initiatives, research, and stories that relate to university obgecti
Several respondents said that their responsibilities involve talking to peopds ac
campus about what projects faculty may be working on. Respondents often described
their jobs as self-initiated integrated efforts to investigate campieives and
aggregate the information together for the benefit of the university.

Adventure Communications also recognizes the importance of self-initiative
in facilitating integrated communication. Several respondents indicatedl that

communication personnel did not support the ideas of constant teamwork and initiate
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collaboration, they would not have been hired. In fact, one network general manager
told me that the process starts at hiring—Adventure Communications looks for
people who are good at involving others and initiating collaboration.

Brand essenc&Vhereas one of the base-level considerations of integrated
communication is message consistency, integrated communication may na operat
naturally based on copying messages from one medium to another. Rather, isoperate
based on matching the essence of the company’s brand rather than matching the
words.

Perhaps the best illustration of this variable is Adventure Communications’
communication efforts around its network shows. One show depicting a real-life
survival enthusiast features several levels of communication all dedioatezlgame
theme—that the television show’s host experiences extreme survival conditions to
teach viewers how to survive in adverse conditions. In the show’s integrated
communication efforts, marketing and communication functions produce materials
with different messages in different formats (i.e. marketing usesiadgagid
communication publishes the host’s bio online) but the message theme is the same.
This idea was also reflected in my discussion with a network GM on the use of
taglines. He told me that he does not “believe in tagline dependency” because a
tagline is a “means to an end, rather than an end itself.” Instead, he explained the
value of building around common themes and that as a large organization, Adventure
has “to coalesce around a few simple ideas” rather than repeat the samee tag|

throughout its communication efforts.
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From examples at Adventure Communications, taglines and other messages
are not as important for their words as they are for their contribution to the theme
the communication effort. In other words, communication should reflect a consiste
theme, feeling, or essence. This may be what facilitates messaggysynather than
communicating the same message in multiple media outlets, communicatingndiffer
messages based on stakeholder needs and the media outlet selected provides a 360
degree impact of organizational messaging in which different messagesaeitie
same themes.

Internal relationshipsThat integrated communication is, itself, a relationship-
management process, is something | had not considered coming into this set of case
studies, but it is apparent that fluid internal relationships are an importastdéct
integrated communication, and they enable the process to work organically.

Internal relationships are a key value at Adventure Communications, as
several respondents pointed to the relationships they have built with other
communication and marketing team members as a contributing factor to thessucc
of their integrated efforts. In fact, the internal relationships may beauanportant
part of Adventure Communications’ company that one respondent said, “It's one of
those things where you could just be walking down the hall and say, ‘Hey! What do
you think about this?"” Multiple participants at Adventure Communications also told
me that public relations and other communication functions are relationship-driven
functions, and that it is natural that integrating communication would work based that

concept.
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Another research result that advances the notion that internal relationships are
a key component of organic integration is the tendency at Defense Inc. for
communicators to work together because they get along. For example one nesponde
explained how integration works at her Operating Group: “I feel like a lot o itcha
do with personality. | think that our group here, we just tend to really get along, and
like to work together.”

AutonomyOne dominant theme throughout the three case studies was the
importance of an autonomous working environment. Departments, teams, and
individuals may need an open and autonomous organization environment in order to
carry out integrated communication and ensure that it is a natural and organic.process
Of the three case studies, Adventure Communications and Park University feature
autonomous work environments, but it may be Defense Inc.’s challenges to autonomy
that reveal more insights on this variable.

That Defense Inc. maintains a rigid, top-down structure has already bee
discussed. However, the implications of its structure spell challenges tocorga
integration. Communicators at Defense Inc. commonly express frustratlotheit
complexity and rigidity of communication processes at the company, e$péoeal
approvals process for communication material. Once drafted, a communicatien pie
will pass through the national headquarters and the international headquarters
multiple times, and will undergo several revisions before it is ready forbdistm—
revisions that, some respondents said, render the piece irrelevant or meflacti
fact, multiple participants indicated that they had to bend the rules and pass

something through without the layers of approvals in order to be effective.
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Furthermore, respondents also indicated that cross-functional initiativeseare of
revised or replaced by corporate directives. In such situations, challenges to
autonomy can stifle integration efforts.

Park University, on the other hand, maintains a more autonomous integrated
communication structure. Though communication departments in the schools and
units throughout campus operate as university entities, they are given the autonom
build communication initiatives and platforms according to their departmental and
stakeholder needs. In these efforts, departments demonstrate gredgenflev
integrated communication than does the university, on a whole. And, autonomy may
contribute to departments’ higher levels of collaboration. In fact, one of the nencer
expressed by participants was the potential loss to autonomy that a uniwésity
integrated structure might entail.

Innovation.Beyond supporting an organizational culture that values
collaboration and teamwork, it is also apparent that an innovation cultural value or
mindset may be a contributing factor to organic integration. Whereas respondents i
each of the three cases indicated that their organization encourages innovation, only
one—Adventure Communications—demonstrates a dedication to innovation in the
way projects are managed.

One network head of communication said that she likes to mix and match
team members to projects, to keep things “fresh” and ensure that no one person
spends too much time on one initiative. This approach represents a dedication to

innovation, which may be characteristic to organic integration.
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Implications for Practice
Practical implications of these research findings follow the above-medtion
theoretical insights on organic integration. In demonstrating that integy@ierates
as a naturally-occurring process based on self-initiative and interperson
relationships, companies that hope to develop integrated communication should do so
based on increasing the access and recognition of interdependence among company
personnel. Company initiatives should emphasize interaction, brainstorming, and
collaboration, and training meetings should demonstrate a priority on

Companies should also be cautious in mandating integrated efforts. That is,
setting up processes which require approvals or cross-functional involvement may
hinder integration efforts, as was illustrated at Defense Inc. Rather, opmfbarts
should focus on instilling the values of collaboration, and company communicators
should highlight successful collaborative efforts. Adventure Communications does
this by showcasing successful projects on their internal web portal.

Finally, the public relations function may be in the best position to lead the
integration effort. With emphases on strategic relationship managenteathentistic
understanding of the gamut of stakeholders that stand to influence a company, public
relations practitioners may be the most appropriate to lead integrated caratiomi
In this way, practitioners should focus on facilitating integration, by sharing
information across departments and through internal knowledge-sharing and

increasing the awareness of interdependence between personnel acrosyptgy.
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Strengths and Limitations

In spite of these conclusions, this research is admittedly exploratory, as it
represents some of the first research-based conceptualizations of pabboseh an
integrated setting. Several confounding variables may have influencessthis of
this research, not the least of which is the type of organizations | studied.

Media companies, the defense industry, and education may represent what
Kotler and Mindak (2000) refer to as class two enterprises—they feature & forma
public relations function, but a weak marketing function. It is possible that in
organizations with a strong marketing function, but a weak public relations function,
the results may be different, and public relations may fulfill marketingstipges.

Another related limitation was the availability of companies willing to
participate in a comprehensive qualitative case study. It was evidentohatngc
downturn may have influenced willingness to participate. In fact, two compaities w
which | originally started research, dropped out before | could complete data
collection. With greater access to a broader array of companies, the cesldtbave
been different.

At the same time, however, company type and availability may not be valid
limitations for this study. Inasmuch as this study was qualitative, thegeikgas to
introduce possible conceptualizations of public relations in an integrated context.
Within this framework, the notions of public relations as a strategic relatpns
management function in organizations with advanced levels of integration represents

a possibility in professional practice, and the purpose of this researchisetthed
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possibility. Future research should assess the extent to which this model of public
relations is consistent across companies with high levels of integration.

One limitation for this study that may not be immune to that rationale,
however, is the nature of the study and the participants involved in the study. This
study was recognizably designed to assess integrated communicatiotaoastap
management at the organizations that participated. Prior to beginningdige st
organizations requested, and were given, an executive summary of my study, which
outlined the perspectives on integration. It is possible that through this, and other
preconceived notions of the values of integrated communication, that interviewees
sought to position their company and their own work in the best possible way.
Whereas there is evidence to the contrary—some respondents used interview sessions
as opportunities to complain about their company—it is possible that interviewees
may have been biased in trying to portray themselves or their company in the best
light. On more than one occasion, it was evident that respondents may have been
“towing the company line,” and | tried to look beyond platitudes about the company
and its processes by asking follow-up questions about interviewees’ own personal
experience. | also sought to compensate for these limitations by tatinguhy
research results against other data sources, including documentation and observation.
Where possible, | also included negative and even contradictory or disconfirming
responses in the results section.

Time and access also represented limitations in this study. As is theittase w
many research studies, there may never be enough time to collect andizgrdhe

the data one would like. In particular for this study, nine to eleven interviews in each
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organization, several pages of documentation, and a total of 20 hours of observation
may not be enough time to fully comprehend all of the processes behind integration at
an organization. In my own professional experience, | was commonly counseled to
spend years learning my role and understanding the inter-workings of the
organizations for which | worked. To compensate for this limitation, | tried to

immerse myself in the context and data of each case, through interviews, document
analysis, and observations.

Though | was granted access to interviews and some company meetings and
documents, access was still limited compared to the level of accessdtesfjue
constantly requested company presentations, memos, and documents, as well as
access to company meetings, strategy sessions, and even intranet porelerén s
occasions, | volunteered my services as a marketing communications and public
relations professional as an unpaid intern and even promised confidentiality,
indicating that | would pass anything | report on through company executives.
However, many of my requests were denied, and | was grateful to receivedhs ac
to company meetings that | was granted.

Finally, an underlying limitation of this study is my own bias. This project
was designed to evaluate public relations within varying levels of ingefyrat
communication, and my purpose was to ascertain whether integrated communication
helps, rather than hinders, public relations roles in integration. As a gratigsets
in public relations, | may be biased toward public relations—though in my
professional experience, | worked in marketing. On both accounts, it is possible that

my biases may have led to the conclusion | was expecting, that integrated
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communication benefits public relations, and that public relations is the more
appropriate function to lead the integration effort. That being said, my pre-
conceptions going into this research were more than merely based on my own
opinion; | was evaluating public relations practice against concepts proposed in the
literature, which were also similar to my own opinions.

| sought to use Kvale’s (1995) three levels of validity to compensate for my
own biases. First, to ensure craftsmanship validity, | tested my resesitmument
through preliminary interviews with communication professionals, requesting
feedback and making adjustments where necessary. Second, to ensure conwaunicati
validity, | sought to establish knowledge claims through discourse, by falpup
with interviewees in situations in which insights appeared unclear and bringing up
issues from previous interviews in further interviews. Finally, to ensure ptagma
validity, | have written the research results in a way that is apptidabl
practitioners, emphasizing understandings that may lead to an improvement in

practice.

Future Research Directions

This study demonstrates that integration facilitates public relatioes irol
integration, and that an understanding of public relations in an integrated context
involves public relations as a relationship management function. Future research
should address the three main hypotheses that this research yields, and which have
been discussed in this concluding section:

1. Higher levels of integration lead to more recognition of interdependence
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2. Higher levels of integration lead to higher levels of strategic relatipnshi

management for public relations

3. Higher levels of integration lead to more emphasis on two-way

symmetrical relationship strategies.

Furthermore, there is a need to further conceptualize the notion of organic
integrated communication. In this concluding section, | have explained inbegrat
terms of self-initiative, interdependence, and relationship management, and have
outlined several characteristics of organic integration. Future studies sheets éhe
transferability of these principles to other situations, especially thosenpacoes in
which public relations is not the dominant communication function.

Additionally, much of the public relations literature on relationship
management appears to be designed to assess the quality of a relatiomstep hat
organization and its public. The purpose of this study was to assess relationship
strategy against differing levels of integrated communication. Futureestsiould
focus on the quality of organization-public relationships based on an organization’s
level of integrated communication, by expanding data collection to a broatisele
of stakeholders, both internally and externally

Finally, this study fulfills Schultz’s (2005) call for integrated commumocat
studies that “focus on identifying the interactions that [integration] @’egie7).
Rather than explicate external relationship-building, through relationshketimay
concepts of brand management and customer response, this study shows that internal
relationships are perhaps more relevant interactions created throughtiotecAs

discussed earlier, this opens up the need to consider integration from a postmodern
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perspective. In particular, the notion that integration happens organicallyucallyat
calls for a postmodern approach to understanding integrated communication, and

future research should address this phenomenon.

Concluding Statement

Overall, this study has demonstrated that integrated communication fesilitat
public relations roles in strategic relationship management. In this wayeserch
confirms claims that public relations is in the strongest position to lead theateg
process because of its emphasis on strategic relationship managemenn(i€itee
2007; Grunig, et al., 2002; Caywood, 1997).

Hallahan (2007) called for research that provides a better definition of
integrated communication, and that conceptualizes communication and department
structures. This study has illustrated that integrated communicationlagianghip
concept, and that it operates organically, based on natural coordination, internal
relationships and cross-functional collaboration, hopefully meeting both of

Hallahan’s research needs.
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Appendices

Appendix A
Page 1 of 2
Initials Date

CONSENT FORM

Project Title PR, I ntegrated Communication, and Relationships

This is a research project being conducted by Dr. Elizabeth L. Toth
Why is this and Brian G. Smith at the University of Maryland, College Park.
h We are inviting you to participate in this research project becau
researc you are a communications professional at your organization
bein g done? | involved with integrated communication. The purpose of this
research project is to understand your organization’s
communications goals, processes, and relationship strategies.

2
)

What will | be asked | You will be asked to participate in an interview (either in person|or
to do? over the phone) lasting between 60 to 90 minutes; we will conduct
the interview by phone if this is what you prefer. The interview
involves open-ended questions about your communications
activities, goals, and processes, as well as your perspectives and
concerns. For example, you may be askddhat are your
organization’s public relations and marketing rolés?
“How does your organization integrate its communications?” Yqur
name and organization (including companies with which you
interact) will remain confidential.

For the sake of accuracy and completeness, we will ask permission
to make an audio tap& the interview, but you can, of course,
decline permission. The principle investigator and student
investigator will be the only people who have access to the
responses.

| agree to be audio taped during my participation in this

study.
I do not agree to be audio taped during my participation in
this study.
What about We will do our best to keep your name, personal information, and
confidentiality? the companies you discuss confidential. To help protect your

confidentiality, following the interview, the recordings and/or e-
mail responses will remain in the locked offices of the researchers,

who will be the only people who have access to them. All data will

be destroyed (i.e., shredded or erased) when their use is no longer
needed but not before a minimum of five years after data collection.
If we write a report or article about this research project, your
name, identity, and companies with which you've interacted willl be
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protected to the maximum extent possible.

Your information may be shared with representatives of the
University of Maryland, College Park or governmental
authorities if you or someone else is in danger or if we are
required to do so by law.
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Page 2 of 2
Initials Date

Project Title

PR, I ntegrated Communication, and Relationships

What are the risks of
this research?

Because your interview may be audio-taped, this project presern

some risk to you as your responses can be associated with you,

Nevertheless, in all cases, your name, identity and affiliations w
remain confidential. Your participation is voluntary and you can
decline to answer specific questions or end your participation at
time without penalty.

What are the
benefits of this
research?

any

This research is not designed to help you personally, but the results

may improve the ways your organization conducts its
communications activities, and may help communications
practitioners improve their strategies and skills. We hope that in
future, practitioners might benefit from this study through impro
understanding of integrated communication and relationship
strategies revealed in this research. Furthermore, your organizg
will receive a complementary analysis of its communications

the
ed

tion

structure, strategies, and activities, thanks to your participation and
others in this research project. At your request, the researcher will

provide you with a copy of that report.

Do | have to be in
this research?
May | stop
participating at any
time?

Your participation in this research is completely voluntary. You
may choose not to take part at all. If you decide to participate ir
this research, you may stop participating at any time. If you ded
not to participate in this study or if you stop participating at any
time, you will not be penalized or lose any benefits to which you
otherwise qualify.

What if | have
guestions?

This research is being conducted by Elizabeth Toth and Brian S
of the Communication Departmeattthe University of Maryland,
College Park. If you have any questions about the research stu
itself, please contact Elizabeth Toth 301-405-8076r
eltoth@umd.edu

If you have questions about your rights as a research subject of
wish to report a research-related injury, please contact:
Institutional Review Board Office, University of Maryland,
College Park, Maryland, 20742;

(e-mail) irb@deans.umd.edy (telephone) 301-405-0678

This research has been reviewed according to the University of
Maryland, College Park IRB procedures for research involving
human subjects.

|
ide

mith,

dy

Statement of Age of
Subject and Consent

Your signature indicates that:
you are at least 18 years of age;,
the research has been explained to you;
your questions have been fully answered; and
you freely and voluntarily choose to participate in this research
project.

Signature and Date

NAME OF SUBJECT
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SIGNATURE OF SUBJECT

DATE

Appendix B
Subject: Research Inquiry from UMD Ph.D. student

| am a doctoral student at the University of Maryland, planning to conduct research
on how various communication functions work together to achieve organizational
goals.

| am writing to inquire about the possibility of conducting an analysis of
[COMPANY NAME]'s communication functions.

My doctoral dissertation will explore integrated communication and rel&ijpns
management, and | would like to talk to you about [COMPANY NAME]'s
communication process.

My research is meant to build theory. | will not be revealing [COMPANY NI
competitive information or any confidential activities. | will guarartesfidentiality
throughout the research process.

In return for your time, | will provide [COMPANY NAME] with an analysisjur
organizational structure that might help contribute to the understanding of your
strengths and where improvements might be made. And of course, your help in this
endeavor will contribute greatly to the growing knowledge base in publicoredat

May | have an opportunity to speak with you briefly about my research project at
your convenience?

If you would like to contact my adviser regarding this request, please comtact D
Elizabeth Toth either by emagl{oth@umd.eduor by phone (301-405-8077).

Thank you for your reply. | am also happy to answer any further questionsaily em

Brian G. Smith

Department of Communication
University of Maryland

(c) 801-420-8891
bgsmith@umd.edu
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Executive Summary of Dissertation Research

Brian G. Smith
University of Maryland
801-420-8891
bgsmith@umd.edu

Overview

Integrated communication has been a hot topic in business lately. Organizations
across industries are now coordinating communications efforts from marketing t
public affairs and human resources to present a unified message to the aublances
matter most.

Through integration, organizations create and communicate a central meseage acr
a diverse set of audiences and constituencies. For example, an organization may
create a central brand message, and that message will be used to build commitment
with the organization’s various audiences including consumers and customers,
employees, and investors.

Communication integration often leads to the coordination of communication
departments that have traditionally been separate. For example, puligafth
corporate communications departments may now work in tandem with marketing,
advertising, and even sales departments, crossing traditional organizatiesalnd
dismantling company “silos”.

This coordination of departments raises questions about the roles of public affairs,
media relations, and corporate communications, which have traditionally differed
from the goals and process of marketing, advertising and selling. In particul

research has suggested that the most excellent organizations use puldiardfair
corporate communications departments separately from other communications
functions, like marketing and advertising, leaving corporate communicationaus foc
on corporate relationship building with constituencies like investors, government
regulators, employees, and the media, while marketing and advertisings§arus
consumers and customers. Integration has even been considered “a threat” by some of
the leading scholars in public relations, and the trend to integrate communications ha
led to a major debate on the future of public relations, public affairs and corporate
communications, and the structure of communications at organizations.

In response to this growing debate, scholars have called for researclsiaddnesy

public affairs and corporate communications departments work in tandem with
marketing and advertising departments. In particular, there is a needhtmsee
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corporate communications departments and practitioners seek to fulfill tieein rol
communicating with and building relationships with investors and other traditional
audiences, while coordinating their efforts with marketing and adveytisi
departments.

Purpose

The purpose of this project is to fulfill this research need to explore the coordination
of communications functions at organizations. This research will investigate how
various communications functions work together to achieve organizational goals.
Topics this research will cover are the coordination of communications functions,
messages, and roles, and company efforts in relationship management.

Research Outline / Method

To fulfill this project, | will be conducting case study research, and geareh report

will include blind case studies of organizations. All individual and corporate identitie
will be kept confidential, and interview responses will not be linked in any way to the
organization or individuals who participate in this research.

In particular, this research will involve interviews with communications pi@oers

and executives at your organization. Interviews will last about an hour and will be
conducted at the convenience of the individuals who participate in the research. In
other words, interviews can be conducted over the phone or in person, whichever is
most convenient. Once again, the identities of interviewees will be kept aurdlde

Interviewees will be asked questions about communication goals, as well as their
efforts to fulfill with these goals. A few examples of the questionnairedecyhat

do you do in your position?” “What are your main goals?” and “What audiences do
you tend to work with?”

Compensation

Though | do not have research funds to pay for your participation in this research, |
am offering to provide a comprehensive analysis of the organization’s woication
structure and processes in return for participation. This analysis wilsearoh-

based and include some of the latest learnings from the fields of communications a
marketing.

About the Researcher

My name is Brian Smith, and | am a doctoral candidate in Communication at the
University of Maryland. Prior to beginning my doctoral studies, | worked in
marketing and communications, including positions in brand management, research
management, and editorial and publication management. | welcome all inquiries
about this research. If you have any questions, feel free to contact me \lia emai
(bgsmith@umd.eduwor on my cell (801-420-8891).
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Appendix C

Interview Protocol

Hi, my name is Brian Smith, and | am a doctoral candidate at the University of
Maryland conducting research for my dissertation on the coordination of
communications at organizations. I'd like to thank you for participating in this
research. Not only will it be highly valuable for my research and further made
study of public relations, and through the free analysis as a result of thisaydaem
in a position to improve your organization but it may also help improve the ways your
organization conducts its communications.

This interview will last 45 - 75 minutes, and, with your permission, I'd like to
record this interview so | can accurately represent your responses.espanses
and your identity will be kept confidential. Anything you say will be kept
anonymous and will not be linked to you or to your organization.

In this interview, we will discuss your organization, its communication
processes, and your role in those processes.

First, I'd like to know a little bit about you.

1. What is your position, and what are your responsibilities?

2. How long have you been in that position?

3. How did you get into your line of work?

4. What do you like most about what you do? What do you like least?

Now, I'd like to know about your organization...Tell me a little bit about
communication at your organization...
a. What do you do for communications?
5. How does the organization define the role of communications?
6. In your opinion, what are the purposes of communications at your
organization? What are your goals and objectives
a. How do you fulfill those objectives?
b. What functions do you consider part of your organization’s
communications?
7. Please describe the approach your organization takes in conducting
communications programs or campaigns?
8. What elements are a part of your communications processes? What
about...
= Environmental analysis?
= Setting formal objectives?
= Strategy-development?
= Tactical planning?
= Evaluation?
= Continual refinement?
o Tell me about your communication structure at your organization.
o If you aren’t directly overseeing communications within your
organization, what is the title of the person who does?
o What department(s) does that person oversee along with Comms?
o How many layers exist between that person and the CEO?
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=  Which department is in charge?

Thank you for your participation so far. During this interview, I'd like to talk about
your communications strategy, and how you target and build relationships with
audiences who are affected by the organization, or who affect the organization.
Audiences could include employees, distributors and suppliers, financial stakeholders
and investors, consumers, the media, and others.

1. In your communications efforts, what audiences do you tend to work
with?

a. Which audiences do you consider most important for your company’s
success? For your own success in your position? Which audiences are
your top priorities?

2. What are your goals for these audiences?

3. How do you fulfill these goals?

4. What processes or programs do you use to fulfill your goals for these
audiences?

5. Thinking about these audiences, I'd like to discuss how you build
relationships with these groups. But first I'd like to know what you think
about the terms “relationship” and “relationship-building”.

a. In your capacity, what do you think about the term “relationship-
building”? What does it mean?

b. In your opinion, what is a relationship? What constitutes a
relationship?

c. In your experience at the organization, what does the organization
consider a relationship?

In this interview, I'd like to discuss relationship-building as the efforts fiiraicers

take to ensure that both parties benefit from a relationship. This could include build
trust, commitment, involvement and satisfaction with the audiences that both affect
the organization and are affected by the organization. Relationships happen in a
variety of ways, but the relationships I’'m most interested in are the ones that occur
through the marketing communications of an organization, which can include
advertising, pr, customer service and marketing.

6. Thinking about the audiences you work with, how do you seek to build
relationships with them?
7. What benefits do you offer them? What benefits do they offer you?
8. What are your goals in building relationships with publics?
9. What are your audiences’ needs regarding your organization? How do you
ensure that your audiences’ needs are met?
a. How do you ensure that your audiences are satisfied with their
relationship with your organization?
b. Can you offer an example?
10.What strategies do you use to build relationships?
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a. How do you initiate relationships with audiences over which you have
responsibility? How do you get groups and individuals interested in a
relationship? What do you do to get them interested?

b. Ininstances in which you work with groups that already have
relationships with the organization, how do you maintain these
relationships?

c. What about relationships which may not be proactive between the
organization and groups (i.e. activists, community members), are there
any differences in how you build relationships with these individuals?

11.How do you seek to build trust with these groups?
12.How do you seek to engender commitment from these groups?
13.How do you seek to involve these audiences with organization activities and
decision-making?
i. How are they a part of the decision-making process?
ii. How do you gather these audiences’ perceptions and what role
do they play in the decision-making process?
Now, thinking more broadly about your organization’s relationship efforts...
b. How does your organization pursue relationships with:
i. Industry Opinion leaders and Scholars
ii. Employees
iii. Interest Groups
iv. Distributors and suppliers
v. Government officials
vi. Community members
vii. Financial stakeholders
viii. Investors
ix. Media
X. Customers
xi. How would you characterize your organization’s relationships
with these groups? What types of relationships do you have
with each group?
xii. How do you evaluate relationships with audiences? How does
your organization evaluate relationships?

Thanks. So far we have talked about communication and building relationships with
the various audiences that influence organizational decisions, and that are influenced
by those decisions. Some organizations are trying to make their communications and
relationships with audiences more efficient by coordinating and unifying their
communications activities. This has often been referred to as Integrated Marketing
Communications. This integration, also known as IMC, has been a popular subject in
the field, and | would now like talk about your organization’s approach to integrating
communications....
e Thinking about your organization’s communications strategies, what
does integrated communication mean to you? What does it mean to
your organization?
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e For the purposes of this discussion, let me define integrated
communication as the coordination of communications activities
including marketing, public relations, advertising, and even human
resources and customer service. This includes coordinating messages
and communications channels, evaluating communications functions,
and coordinating communications for the gamut of audiences and
publics with which affect or are affected by your organization. For
example, how you communicate with employees, customers,
shareholders, and other groups.

e How does your organization seek to integrate communications?

o To what extent do they seek to integrate communications?

o Tell me a little bit about integration at your organization? Does
your organization integrate or coordinate communications
functions and activities? How?

e Which functions are integrated? How are they integrated?

o Does one function get more share of the investment than the other?
If so, which one? What do you think about that?

e What do you think about your organizations integration efforts? How
successful are these efforts?

e What things, if any, do you think should be changed?

e What factors do you think your organization takes into consideration when
integrating communications functions?

e Can you give me an example of an integrated communication campaign
you have conducted?

o How was the campaign developed? Was research conducted?

o What were the main messages developed, and how were the
messaging plans set?

o Which communication vehicles are preferred by the target
audiences (i.e. public relations or advertising, etc.)?

o Who led the project team?

0 How was it implemented?

o How do you evaluate the campaign?

Earlier, we talked about the audiences and publics you communicate with in your
position. I'd like to talk more about these audiences, and, in particular, in the context
of integration. For example, how you and your organization target specific publics
and coordinate the communications for a unified message with these audiences.
14. In your efforts to integrate communications, how do you coordinate
communications for your varying audiences?
a. How do you prioritize these audiences in your communications
efforts?
b. How do you target your audiences? How do you customize
communications for your various audiences?
15.How do you decide which department will be in charge of each of your target
audience groups?
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o Which groups are you responsible for? How do you decide which

groups you are responsible for?

¢ How do you evaluate audiences you use? How do you decide which are
most important?

Now I'd like to talk about the channels, media, and communication platforms and

outlets your organization uses.

e What types of communications channels and platforms do you use
(for example, newspaper, radio, the Internet and TV)?

How often do you use each of these channels?

Which channels do you consider most important?

What about digital media?

What about broadcast media (radio and television)?

What about print media?

Are there any other types of channels | missed?

e How do you use these media channels to build relationships with the
groups over which you have responsibility in your position?

e How do you evaluate each media channel? How do you prioritize each
media channel?

e How do you coordinate your communications messages across
communications channels? How important is it to coordinate your
communications across channels?

e I'd specifically like to know about your use of new media and
communication technology

o0 What types of communication technology do you use in your
communications efforts?

O 0O O0OO0O0

(0]

(PROBE for each not mentioned) How do you use the
following communication channels in your internal and
external communication efforts:

Email?

Your corporate website?

Your organization’s intranet?

Online social networks (i.e. facebook, myspace, linkedIn
etc.)?

Other websites?

Online advertising (i.e. banner ads, promotions)?
YouTube or viral videos?

Twitter?

Search-engine optimization

Corporate/brand blogs

On-line price promotions/special offers

Let’s talk specifically about integrating your organization’s messages and content ...
e What types of messages does your organization distribute?

o How about external communications messages?

o0 What about internal communications messages?
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o0 What types of messages does your organization seek to send with
marketing? How are these messages developed and
communicated?

e What processes are used to developed the messages?

o0 What types of messages does your organization seek to send via
public relations? (If they are the same as marketing) Are there any
situations where PR, advertising, or direct marketing are seen as
the primary driver of communication? What situations apply best
to PR?

o What other functions at your organization distribute company
messages? What types of messages do they convey?

Which messages do you think are most important in building
relationships with the audiences over which you have responsibyiin
your position?

How does your organization integrate these communications
messages? In your opinion, how well do you feel these messages are
integrated?

Is there a central theme or main message for your communications?

o If so, what is that theme?

o How is this theme or themes adjusted for your audiences or
communications channels?

How is your message content determined and produced? What research is
used to determine messages? Who makes the decision on message
content? Who determines message content at your organization?

How do you evaluate message content?

To what degree are marketing’s messages integrated with other message
delivering departments?

IF NEEDED FOR SPECIFICITY: | am now going to ask you questions
about the role each of your organization’s departments play in determining
and sending message content...

o0 What role does the Marketing department play in determining and
sending messages to all publics?

e Who is the primary decision-maker in this department or
function?

e What role does he or she play in determining message
content?

o0 What role does the Public Relations or Corporate Communications
department play in determining and sending messages to all
publics?

e Who is the primary decision-maker in this department or
function?

e What role does he or she play in determining message
content?

o0 What role does the Human Resources department play in
determining and sending messages to all publics?
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e Who is the primary decision-maker in this department or
function?
e What role does he or she play in determining message
content?
0 What role does the Customer Service department play in
determining and sending messages to all publics?
e Who is the primary decision-maker in this department or
function?
e What role does he or she play in determining message
content?
o0 What role does the Sales department play in determining and
sending messages to all publics?
e Who is the primary decision-maker in this department or
function?
e What role does he or she play in determining message
content?
e What about this department’s staff, what role do they play
with regards to message content?
o [Add any other Departments the respondent discusses]

Now I'd like to know about how you evaluate your various communications. By
evaluation, | am referring to the ways in which you measure the effectiveness of your
communications.
e How do you evaluate your communications efforts? (i.e. awareness,
attitudes, behavior, sales and, in the case of PR, media coverage)
o0 How do you evaluate your communications departments?
o0 How do you evaluate your communications messages?
o Do you evaluate your departments and messages separately, or do
you evaluate them together? Why?
o0 What variables do you consider when evaluating communications
efforts? How do you measure the results?
0 What processes do you use to evaluate or measure your
communications efforts?
0 Benchmark performance within industry? Among leading
companies?

Now I'd like to discuss your marketing and public relations activities specifically
e How does your organization define marketing communications?

o What activities does your organization include under its marketing
activities? What are your organization’s marketing
communications roles and responsibilities?

e What audiences does your marketing communications department target
or focus on?

o0 How does marketing influence customer/public perceptions?

o How does marketing seek to build relationships with consumers
and other publics?
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e How does your organization define public relations? What are the
purposes of public relations?
o0 What activities does your organization consider under public
relations? What are your organization’s public relations roles?
o What does your public relations department do?
e What are your organization’s public relations goals?
e What publics does your public relations department consider under
its responsibilities?
o0 How do your public relations communicate with these publics and
what are your organization’s goals with them?
e How important is public relations in the integrated communication
process?
o To what degree is it integrated?
e How are marketing and public relations similar? How are marketing and
public relations different at your organization?

Thank you very much for your participation today. Your insights will be very
valuable for my dissertation.

Is there anything about your organization’s communications processes thatew
haven't discussed but that you would like to discuss?

| will follow up with a “thank-you” email with my contact information. Should any
additional insights come to mind, please feel free to contact me. If | havertrgr
guestions, may | contact you again?

Thank you again.
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