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and Kahn argued that formal organizations are contrivances best understood as
ystems made up of acts and events involving people linked together
h sets of ongoing relationships and behaviors. An individual in an organi-
tion occupies an office, such as vice president for corporate communication,
which is 4 point in organizational space defined by its relationships to other of-
esand the organization as a whole. Each office has an associated set of behav-
hat the occupant of thar office is expected to enact.
Whereas office is defined by such relatively static indicators as job title and
escription, organizational role is defined as “re curring actions of an individ-
appropriately interrelated with the repetitive activities of others so as to
field a predictable outcome” (Katz & Kahn, 1978, p. 189). Roles, then, are meas-
d by what individuals do repetitively in their day-to-day work. Related con-
ts include role sending, role expectations, and role receiving. Role sending is
social process whe reby relevant officeholders in an organization prescribe and
be the behaviors that define role expectations for an individual offce-
der. With particular regard to roles of communicators, relevant officeholders
ude members of the dominant coalition. Role expectations, the aggregate of the
ties and behaviors expected of the officeholder, are especially important
ose of the top communicator do not mesh with those of the dominant co-
Role expectations generally reflect conceptions of the role held by others,
dified by “impressions of the abilities and personality of the officeholder”
atz & Kahn, 1978, p. 190). Such modification is especially relevant when core
petencies of the communication department are considered.
he top communicator, defined in the Excellence study as the senior admin-
| fstrative or management officeholder in the communication or public relations
{A".’Hép'a:'t_rncnt, plays a key role as both transmitter and interpreter of expectations
ut communication originating with the dominant coalition, re garding com-
unication’s role and function in the organization. The role received by top com-
unicators is subjective, construcred from role-sending messages from the
ominant coalition, but also learned by top communicators through formal ed-
nand previous work experiences. The top communicator's role is also af-
fected by what subordinates in the communication department communicate
it out their expectations, as well as the material conditions of their work. Role
nding and role receiving rarely occur through an epiphany; rather, a feedback
p permits the ongoing modification of the role sent and received. The con-
of feedback loop plays a crucial role in the demand-delivery loop, a con-
ept developed to help explain the findings of the Excellence study.

Communicator Roles

: : .
1oles research in rpore than a dozen years (see Dozier, 1992). Second, the Bxg
ence smdy examined practitioner roles ar several levels of analysis. Roles vk
measured in terms of departmental expertise or kno

wledge to enact var
roles, the actual roles enacted by each department’s top communicator, andj

role expectations of the organization’s CEO (or other senior-ranking executiy
To make sense of findings at these multiple levels of analysis requifcs consid
able deconstruction, Third, practitioner roles play a central role in th

Excellence of communication departments and organizations i

professional consequences. In the Excellence study, new role
veloped and used to expand this important theoretical area.

rganizational Roles in Public Relations

unched by Glen Broom in the 1970s (Broom & Smith, 1978, 1979), roles re-
earch in public relations sought to abstract distinct roles from the day-to-day
ctivities of public relations professionals. Broom conceived of practitioners as
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onsultants to dominant coalitions, with each rgle Providing a distin;
assistance. Initially, five roles were explicated; however rg T it
to reduce the number of roles to four, : e
=l ;\‘iﬁ ci'xp;n prescriber was identified in 'the literature as the organizad
gcd expert on all marters relating to public relations (Brog

ger-Technician Dichotomy

three roles that he
evel, highly inter-
ator, and the prob-
ractition-
all three

ing the initial survey data, Broom (1982) discovered
nceptualized as distinct were, at the operational 1
The expert prescriber, the communication facilit
ng process facilitator are all conceptually distinct roles thar p
simultaneously in their actual, day-to-day work. However,
tal roles are not correlated with the communication technician role.
e rotated factor matrix of the item set from the 1979 survey, as well as a fol-
oW p study of the same population (PRSA members) in 1991, are provided in

ce i i A
prualize the commmumnonﬁmhmmr role. Acting as g o obermes -
¢
£
and Broom (1995) for the manager role and the technician role.

;il;zl;atior; f.acfiﬁﬁrator is deeply involved in process, attending to the
ity o : : ;
publicst.}BmoLrnn iﬁg;;iﬁ;?;iﬁ;;ﬁi:sﬁl? dominant t?c.)ah'ﬂon and. . m's finding prompted Dozie.r .(1983, 1984c) to condur?t explgator;_: fac-
tioner assistin g2 deminant coalition otk o W:S process facilitator a ap analysis on dara frt.)rn Fhree practitioner surveys, fI'OI.:[’l Whlch he inductively
lations problems fofite Srpanization, The ]3"5 emancaﬂ}f‘and solv _ enerated the commumca.twr? manager rale. The‘commumcatlo.n‘ manager enacts
o e e develo. €lements of this role were diapy] __gf the expert prescriber, problem-solvmg process‘fadlhtator, and com-
Pment (Baker & Schaffer, 1969: § ion facilitator roles. Those enacting the communication manager role

1969). The fourth rol i m
e that Broom conceptualized was that of - mmunication policy decisions and are held accountable by them-
i yes and by others—for the success or failure of co munication programs.

mmunication manager role involves the dominant coalition in a system-
nning process and serves as a catalyst for decision making. Such practi-
15 also facilitate communication between the dominant coalition and
publics by informing management of public reactions to organizational policies,

dures, or actions—or all three.

alyzing the data, Dozier (1983) found that several minor roles emerged, in
on to the manager and technician roles. These minor roles included the
nication liaison role, which he argued was similar to the manager role but

tionalized gix behaviora]

al measures for
(Broom, 1982), using a 1-7 scale that :;;;egfétgom el conceptualizg ed by organizational constraints from policymaking authority. In the Bx-
spondents were to]d that the statements descrjbedn‘z?;fr 0 alwa study, this minor role was conceprualized and operationalized as the se-
public relations practitioners do. If the statement d ! el_‘{:m i oradviser role, In addition, Dozier (1983, 1984c) identified a media relations spe-
NEVer occurred in the practitioner’s work, the 5 Ed. something ty dlist role, which he argued was a variation on the communication technician
cle 1 (never). If it always occurred circle ;’(alv:r: 55}0?1(3 E}TI Ve Specializing in external or public media rather than internal communica-
casionally, the respondent was instructed to c'ycl. hr 2" aspect happened; ‘However, these minor roles have proved relatively unstable across sur-
scribed his o hey s 1rcle the number thay best The manager and technician roles, however, have remained remarkably

In the initia] us 24 : ble from survey to survey, as indicated by factor analvtic solutions and reli-
b e o_fthe 44-item battery of role measures, Broom condygreq "BLE e icle tz ¥ y y
e ofy,q_ ys e?;é;?c sample of current members of the Pybljc Relations Soq. g
merica (PRSA). The role me : :

‘ asures proved generall
fn.:i:'abach alpha coefficients as follows: €xpert prescriber, .93- Zommuni ati
acilirat : ; _ S catio

ator, .79; prob]em—solvmg process facilitator, ,9¢: and communicgs

certain analytic purposes, communicators’ scores on the manager and tech-
an scales can be compared and communicators classified as either predomi-
antly managers or predominantly technicians, depending on the higher score.




. king media con-
g research, implementing new programs and ex:li]t;tﬁs maxing
ts, and handling correspondence anfi telephone: c l.-behavic)r e

e rationale for the oversimplification ofprar:.tltlonf; e
e suppositions. The goal of using abstractio et
nqm?thenc prf{dep E partial description and explanation of p ey
il Toles is to PF;’W ange of organizational sectings, as well a5 to tes s
Tgh b o e;.l gtcnrs and the hypothesized antecgdent‘s En i
it C? The utility of such oversimpljﬁcatlc{ﬂs 1s : est Jr];egre-
o rfrliisgz‘:ﬁgi};e theory and practice of public rel;i;zr;:.oi‘l ;cc:) i
search. 'ﬂig'r;impliﬁcations have been usefuii 'lz]ft 1;;21&1“ ;elaeS: gf e
e dicho disguised the
ple dichotomy seems to have

four of the original cenceprual roles, Further, the role ser itselfis a simplificaty
of the fluid and complex organizational activities that professional commupj
tors and public relationg Practitioners enact each day. This Compression
titioner roles into this simply dichotomy has been criticized strongly by am
ber of public relations scholars (e.g., Creedon, 1991; Toth & L. Grunig, |
Toth, Serini, Wright, & Emig, 1998)—primarily because they believe the §
chotomy disguises the nature of work done by female practitioners,

Creedon (1991), in particular, considered the idea of separate roles to be
false dichotomy. She said that emphasis on two discrete roles has led o a "hier
archy of two seemingly dissimilar roles—the manager who decides policy an
the technician who implements ‘hijg’ policies” (p. 79). She offered a coypt
Perspective: “Some technicians brocess information, some produce creari
products, and some manage the process as well as Produce the product” (p. 78),
She cited research SUggesting an overlap berween roles: Women partici
decision making, considered a Mmanagerial activiry, bur at 4 lower level than 4y

iad messages and
oles sent but actively construct their roles from the gﬁlﬁ - amb%g—: e
o bout what is expected or proper for an o e
oo 01}11 hese signals and consequences are unl?lf!af or e
e '?:led inridence that communicators in orgarﬁle o
. 'Wa'rdt highl Pri"l f role ambiguity, because the role sent by t T
.bjF?t P hlg}.l o cii:te supervisor may be at odds with Ehe'comoincommum-
531130_“ afid lrlmzz ectations learned through formal eduﬁzflgl o
iy ef I?onal associations (Dozier, 1992). Indee d _Ifes St
o b;thl; I.::t])lgzisce study used no less than 15 different job tit
in the Ex
o Olrflﬁce of top commum’cato;. : ‘ e e
' her hand, role ambiguity provides commu el
e !r role behaviors in a strategic and pr St
ke . ;’nackjn " Role taking is a concept similar to ro E‘Vc rcﬂe;{jve
oy Cf"_HEd o tzatef-emphasis on the officeholder as an acf:lt rc’:le Sy
) hat ic pla;es g:ssive recipient of role messages), able to Ena(lggl) * ol
- (fa_fhf-'” = pssumed by dominant coalitions. Cuﬂ:’_ert;on ’ rep:atitive,"
L e tléosliat the technician role is “highly codifie asm e
:gmpki s as facilitation aspects of manager role enacml i
e Eh‘e Pf%ces mmunicators (p. 54). This, in turn, allo:rs e
i o ti??faag}:n as a means of defining or redefining the co
fouse ro

ists in other “apparently fonmanagerial categories, variously described a5
ing, liaison, or information-processor role” (p. 71).

Whereas Creedon revisioned the techniciap role to demonstrate that femg|
technicians actually perform a number of Managerial activities, Toth and [,
Grunig (1993) focused on “the devaluation of women who perform manager,
tasks similar to those performed by men” (p- 173). Toth and L. Grunig con
ducted separate factor analyses for men and women of 3 set of managerial aciy.
ities and another ser of technical activities. After comparing the profiles, they
concluded that “The managerial activities of the men were more ‘manageris)
in nature, involving the counseling and poIicy-making role and then evaluating
and supervising the work of others” (p, 170). Women performed 4 wider range
of managerial activities than men, especially nﬁdd]e-manag&ment activities,
These middle-management activities included such tasks as Supervising the
work of others, me eting with clients and Executives, meeting with peers, con-

function as excellent.

HE'.SEAHCH ON THE ORGANIZATIONAL ROLES

e has been one of the
the last decade, the organizational role of communicarors

n L]

iew of the
i i ch. Inareview o
nost extensively studied concepts in public relanonls r.esezléindu 30 e e
o W i f public relation
ited works in the area of p
most frequently cite ™
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of Public Relations Research, Public Relations Review, Public Relatw'
nual, and Journalism and Mass Communication Quarterly) on
Pasadeos, Renfro, and Hanily (1999) found that the two mg
Jjournal articles were Broom’s (1982) publication of gender dif
playing and Broom and Dozier’s (1986) first published explic
“ager-technician dichotomy. This citation nerwork study le
conclude that public relations roles was “the largest cate Iy
works” (p. 39), S
Such interest in the concept is due, in part, to the numbe
sues that are linked o communicator roles. Antecedent 1o 1o
concepts of gender and professional experience. Linked to role epag
degree to which the communicator uses research to scan the r:"r
vironment and to evaluate the effectiveness of communic: o i
eral studies have used roles to help explain the use of new mediat
public relations, Role cnactment has also been linked tg iaar'u“
agement decision making, strategic Planning, participation
ment, and encroachment on the public relations function, Role
been tied to salaries paid to communicators and the satisfact
from their work. In addition to the Excellence study, roles 1
conducted in other nations and cultures, .

mination plays an important role in this process of role segrega-
vided a detailed feminist critique of a wide range of factors

hat affect women in public relations. One popular rival explana-
en in public relations play the manager role less frequently be-
fewer years of professional experience. An important stream of
oles and gender are the three surveys of public relations
9,1985, and 1991, under the direction of Broom (1982
86; Dozier & Broom, 1995). By comparing manager and
ent by men and women, while controlling for profes-
a from the 1979 survey showed that men enacted the
re frequently, even after controlling for years of professional
ic relations and length of employment with current em.

1e same analysis of the 1991 dara set indicated that, although
o the manager role less frequently than men, the difference had
th'years of professional experience and length of employment
mployer than with gender per se (Dozier & Broom, 1995).
the antecedent variables that Dozier and Broom analyzed
1991 surveys (education, number of communicators in de-
rofessional experience, length of employment with current
gender) accounted for less than a third of the variance in man-

Gender, Professional Experience
and Roles {1l
’ the expectation that he or she will enact the technician role

One of t : : o : th more professional experience, practitioners move from
of geii!:f ?;S;EESSESEE afi‘iSSEES rf:%ardzng e st : ‘management responsibilities. However, a panel study by
: s nce, an : ) : , : ,
women tended 1t clust =P L S8 BromF _(1 282) er (1986) of 206 communicators who completed questionnaires
e conceprua]iifi lzrieett;OD}nLumcanon technician role howed that the process of increased enactment of the
nts o . 5 . ;
problem-solving pro If) i i Marager _mh? g, lecreased enactment of the technician role did not follow this
duentl % subsge Pu csss W lﬁator, ?nd Commumcano;:]_f?w practitioners. Although manager role scores increased and
il sey' ) ;1 €ntresearc :DOZIEIT C‘hapo, and Sullivan ( res decreased from 1979 to 1985, this patrern was more pro-
gregation by gender helped explain income disparities b Rt women

1984 . = nalexperience is, indeed, positively related to enacting the manager
(1986) noted that their panel study of PRSA members indicate ' xplained variance in manager role enactment accounted
essional experience is small. In a 1979 survey of PRSA mem-

onal experience in public relations accounted for 7% of the

cantly f:O- However, women performed technician role actjyi
mor r s .

ths 1e93 : ES:‘ZEE ;}23[1;1 zlznijrgfui?;gi;aioﬁz ioszsgh rh_ manager role enactment. In a follow-up survey o_f the same respon-
survey of 1,003 PRSA members in 1991, using a more e : ore mature sample of communicators mdzcat.ed that years n.:)f
measures. On the other hand, Zoch p’ 5 T parup nce accounted for less than 1% of the explained variance in
ST O LBl w£00T, 'citr:ers‘onT and Olson (19 ment. Similarly, in a 1991 survey of PRSA and IABC mem-
South Caroliia and ?oiiodnriziarjézon;?oforﬁlng o 4 i sample indicared that years of professional experience in pub-
cantly more often than did e I‘I\jien W?ri e?iﬁ?glfr roI. : : countgd for only 1% of the variance in manager role enact-
strategic planning and policy decisi - Pecy a;.!:lwr_ irofe_.f:nactment makes a key contribution to understanding

2 g policy decision making, T e e R RO
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scheme of things, does that work against us in the percep-

profession : ; .
al experience and job titles do not illuminate relati

a 011_3.
. when they see us typing labels?

conceprs im :
agemfm_ portant to excellence in public relations and commﬁ' :
L. Gruni i
i Doz%,erT:;};t;nfi Hon (2001) reviewed this program o
EA ol Ceili;-l smd.mr colleagues as well as research they A
Iyt 1550 dgt 1§s commissioned by PRSA in 1990 and 19;
e e a set, Tot.h and L. Grunig (1993) had concluded’
experience, but f:)cizl? e not only from gender and year:
Although f:ema]e i 1fferar?ces in the on-the-job experience in Eb’
o Perfoﬁsnggers in Pubh’c relations perform managﬂﬁa]
all’” (L. Grunig et It e technical tasks, too. In a sense, women ax
L. Grunig eég al az Pt ;
Sead b 199{-} ( Ugl) analyzed the role profiles of men and wo
when we pointed oan h1995. surveys. We discussed the 1990 profi
Rl CDmbinl:;ttt ;t {.:hchotomizing measures of roles disguises ths
echnical and managerial activities more than me ; e had excluded public - elations prac

leagn

cipants in the focus groups suggested that women play a dual
en because they are less likely to delegate work. “This is how

ained what he has experienced. Technical work such as answering

¢ copy machine, and stacking envelopes is included as part of

nent’s ‘daily repertoire.” However, he said, “The male managers

n to delegate that' ” (p. 245). Third, female managers in the fo-

ked more about “people” concerns whereas men focused on the

[ __sgects' of management. "W omen said they felt pressured to do more,

o strategize more” (P 250).

getal. (2001) also identified a third factor in the 1990 and 1995 Glass

that they called the “agency factor,” a factor that described the roles
~women working in public relations firms. Broom, Dozier, and their
ritioners in firms from their analy-

¢ from those of in-house

and L. Grunig (1993)

also found that ;
age$ent activities and men in more to‘;‘:ii‘;girgage in more middlem tause they had found that the roles are differen

. T ent - £} Lt
of hen L Eriniseral (3001 Veompared Hip 1505 fact ;Ir:mrl;es, citioners and because agency personnel perform different roles for different
tr:tm;n with the 1990 profiles, they found that both men prg les for 1'.!1:1. . Grunig et al. said that economic downsizing in the 1990s resulted in

ed more on middle-management activities in 1995 Te}:n WOmel ) en starting their own firms after they lost their in-house jobs. Further-
: ey mterpre‘[e' fers
: ey said

change as a loss in status of the public relari
e ; elations function, f -
o s lo};in ‘:]; _\i{hen“thcre were many reports of senior publ.lc
S o IDSE eirjobs” (p. 247). Nevertheless, the 1995 profile sh
range of activities tk SO e e o beron
s i;:; could have helped their professional advanceme
i fa:rrhgr ']Iq)'g-m_ T:art]ft Ierzne‘rges between 1990 and 1995 suggests
publics relations” (p. 23:8). e i breddng hoig ghe glass celling
L. Gruni :
duce a chani:;‘ri-n( zaofel )h':(?nduded that professional experience does not
it does for men. Focus S e mu'éi
CrevtEd cetils ahaat ig:fdcii;;; iT:S fll-:llﬂt é991 and 1995 Glass Ceiling sm’g{
First, women i : e experiences of men
i Woﬂf;;}:;elfl‘);“ groups.sald they were more willing thainrill:f:: d
role, and “to help out hmaﬁagerlal work, to accept a dual manager-techn _U
kil hw erem're.r needed” because it was not “beneath the '"ﬂw
n who participated in a focus group explained it this Ea

5] the expert prescriber role introduced by Broom and
cluded the skills of handling correspondence, making
,and making media contacts. As such we also can link it to the role
iaison. In this factor—more collaborative and research-based

h additional activities as meeting with cli-

an the £wo major roles—we see Suc
5, and peers; counseling management, and doing research. (p. 246)

agency profile reflect
mith in 1979; but it also in

ts, executive

included more activities for men than it did for

agency profile, however,
ore Work associated with the man-

en, In particular, “Men in this role do m

al role than do women” (p. 246).
esearch on gender differences in the roles of men and women in public rela-
ns, in sumimary, has played a valuable role in understanding the differing ex-
rences of men and women in the profession. In a broad sense, the research
qws”that men are more likely to be managers and women to be technicians.
wever, this broad difference conceals a great deal of difference in the experi-
s of women in public relations. Both male and fernale technicians typically
as technical work. Because there are more WOTIEN

managerial work as well
, the technical role, however, this fact disguises the extent to ~which women en-
When women do managerial work, they tend to

ge in managerial activities.
tas middle managers rather than top managers, which is more the province
cause of the willingness to nurture others, to not delegate work, and

Are we undermini

i ti;ﬁ;ﬁﬁg;ﬁ;‘zlves Wheln they come to me and say, “How come ya

e th; stra;egxc-level things?” and it’s because I've beenfal]:

e gst Iat need to be done. I think we are doers. We’
o be done without regard for whether this is beneath‘ rneeo-

“ofmen. Be
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Prom the power-control perspective (see chap. 5 and L. Grunig, 1992}, repre-
fati organizational environments become chips in the game of organi-
ional politics. When dominant coalitions make strategic decisions, they use
hres ons of organizational environments as part of a complicated drama,
es power, influence, negotiation, game playing, organizational
lex social relationships with real people, not merely office hold-
Sims, 1979, p. 120).
specific regard to public relations, Broom (1986; Broom & Dozier,
uggested that organizations could be viewed along an open—closed sys-
tinuum. In a closed-system organization, public relations planning and
aking follow a historicist causal model; what communicators imple-
g the current budget cycle is driven substantially by what they im-
nted last year, modified by whims of powerful people inside the organiza-
n open-systems organization, representations of the organizational
ent are constantly updated through feedback loops, information flow-
e organization about how constituencies in the environment are re-

to "do it all,” women also have fewer professional experiences th
them for top management in comparison with men. '

Roles and Organizational Environments

An organization’s perceived environment can be, among other descriptors
ple or complicated, placid or turbulent (Duncan, 1972; Emery & Trig
Ter'rebf.:rry, 1968; Thompson, 1967). Pearce and Robinson (1982) defir
g‘am,zatlon's environment as all conditions and forces that affect the o
tuon s strategic options but are beyond the organization’s control. Dogzier (]
argued that manager role enactment should increase as an organization’s
ronment becomes more complicated or more turbulent.

Howevcr, dominant coalitions do not respond to an objective organiz
environment. Rather, dominant coalitions respond to representations (o
ments), subjective sets of shared perceptions of the organization and
ronment that members use to make decisions (White & Dozier 1992), Ind
the boundary between the organization and its environment js ’Iaerceﬁrﬁd .
fg:;?’rp dizc;;t;ei Ei cs;n ;;it;flg szj;e;lfzr; i{;fa ?1; O;garl':izsrion itself” (S.tarbu Perceived complexity and turbulence in the organjzationa.l environment
e rf i nltariia 1o E ecomes crucial in It fo increase manager 1‘016' enactment among top communicators because
i 5{ e DES; ecause communcs ! _ant;coahtmns sense an @Freased nec(fl for information from bounf:lary
i e — e ; 7), o?gamzanangl. ers, in (?rder to make decisions that sah.sﬁce—lthe term used to descr.ﬂ.ae a
i L g:; zano}? s environment an that is goF)d enough although not pécessaniy the best possible dec1§19n.
s Coalition, St .ou;t e \;nl:f;lronment. on -\J_’ec.s?nyl (1984) described five distinct roles in management .d.emsmn

e e egnmza lpnb( ;te&Dozm‘r, 1997 ng: decision makers, proposers, experts, Fonsultants, ar%d faC]_ll.tatClI'S.
el ; gage in boun ary-;spagnmgaq B White nd Dozier (1992) suggested that communicators play their most impor-

: rying srees otformality and sophistication, Organizations can} tole when they serve as consultants who advise on methods of problem
malize management information systems (MIS) to collect entation:
mation in forms suitable to different points and levels in the decision-msk |
process (Humphreys, 1985). Theoretically, dominant coalitions pay greater
tention to information from boundary spanners under conditions of en
mental turbulence (Emery & Trist, 1965; White & Dozier, 1992),

However, Organizations and, particularly, dominant coalitions anticipg

s generalists, (communication) practitioners must strive to provide fuller repre-
ntations of the environment to decision makers. Communication managers are

quely positioned to ensure that decision makers have adequate (rather than
idiosyncratic) language/ code systems and appropriate (rather than local) concep-
tual frameworks for representing the decision problem in a form that permits a
ution that satisfices. (p. 105)

S:;%ﬁniiiti;m;ii; ﬁi;ugﬁérfg:::taifoﬁzr’ 5699;2‘1151-%:“:;3%5 have cu. the same time, communicators find it difficult to resolve conflicts _“Tith
about the organization itself its em;ironmentq and t}}Ze c:)qnne:tig;el?;izml the _yc’s g they. ?OUId %mvc bee.n ki ot informe_d dEC?S?OH
e, LE A Soipiss PR o S e it ar;d i e egnufﬁ king. The practitioners lam.entls often that they‘ar‘f’: r_not mcludef in decision
has opportunities to see the el outsi:i 5 dar)’ Spanneg; ing but are asked to repair the damage once it ths the fan. :
sitivities to how others tear] the oreanioatin € and can developser J- Johnson and Acharya (1982) and Acharya (1983) identified 16 artributes
: rganizational environments and then asked a systematic sample of 229
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ch is information gathering and analysis conducted (or subcon-
Mmmunicators to scan the organization’s environment and to eval-
ectiveness of communication programs. Use of program research
mmunicators has been studied extensively, especially as such pro-
arch relates to role enactment (Dozier, 1990). Although informal
of information is a natural extension of the knowledge base of the
alistin-residence” (Broom & Smith, 1978, 1979), the use of focus groups,
ntative sampling, survey methodology, and quantitative dara analysis
roperly regarded as innovations in public relations and communication
ent. As a technology cluster, the innovation of public relations re-
rchis expected to follow the S-curve of adoption, with a few innovators us-
ingprogram research in the beginning, followed by a midpoint of fairly rapid
ption, and then a slowing of rate of adoption (Rogers, 1983).

ntral to excellence in public relations and communication management is
owledge base to use the two-way models (see chap. 8; see also Dozier
ith L. Grunig & J. Grunig, 1995), both symmetrical and asymmetrical. Both
ay models rest on the need for communicators to act as eyes and ears for
rganizations, keeping the dominant coalition informed as to how strate-

pz:be or‘be.r three environmengs Manager roje €nactment (especially the
TESCription and problem-solvin litat] '

: & Process faciliration aspe
o : ; Pects of that rola
Pecially prononnced i environments that Communicarorg described 4

sSurvey of ' I
ofévep Cff 168 commgmcators Systematically sampled from O’Dwyer’s Direay
o mpm;zlte Communications. Lauzen adapted Duncan’s (1972) 10-item in;m
asure how important Communicator: i }
; S regarded a list of st i ics;
number or range of publics i i
egarded as Important to th izati
4% an operationa] indicator of epny; Harme
€nvironmenta)l presg i
Lauzen alsg a4, ; RS it
pted Duncan’s scale to meas i ;
L Ure environment,] ;
Oberationalized as how often the artj i
ea i i i
e b Z?m?;s or]behavmrs qf key publics chy ublics react to organizations and issues important to them.
O‘fpub]ics et S pressuf:(rfrgoy aia(imcn;n ofboth.the ran Dozier (1984a, 1984b, 1986, 1987, 1988a, 1988b, 1988c¢) conducted a number
S S bl i 16,{; < DJS ';m the perceiveding ; dies of practitioner use of evaluation methods and environmental scan-
Emerging technologies like the Internet permit comr‘nunication : iy e e e e
fhrs T boundary—spanning roles] M, Joimes (1995;33‘3_” n scanning research and evaluation research, as originally conceptual-
at use of two-way o technologies like 1o Inte o proved less useful when the behavior of communicators was studied in-
vely. Using factor analysis, Dozier identified three approaches to program

earch. The scientific approach uses formal research techniques to survey
Jlies'and track reactions to the organization, conduct public relations audits,
cribe to public opinion research services, use demographic data for decision
aking, conduct focus group mmessage tests, and review published public opin-
nsurveys. Implicit in the scientific approach is the knowledge base to make
nse of such information. The mixed approach consists of some formal tech-
ques (such as content analysis of clip files and quantitative analysis of com-
aints by phone or letter) blended with seat-of-the-pants techniques (such as at-
nding meetings and conferences and monitoring placements through close
edia contacts). The informal approach consists entirely of essentially informal,

as well as - 3
spokespersons, That is, COmmunication Practitioners must suppl
communication between the communicator and members of key publics.

ment the it :
conferem::dm??al crafts of clme—way Communication (such as OIganizing pre
» WIILING news releaseg and produci i
. ucing public relatio '
With competencies that pepm: : 115 materigl
Imit them rg ¢ S : - : : ; :
relations pra Ctitioners hive always p ; i SVC;MWay tommunication, Pyp; dees of special events, condu cting long interviews with publics
e Eriormed this two- P
function infor : Way communicatig
mally, by talking rq medi : 1 i
ia : Xy ; : ;
pbublics, and the Jike Howevegr I:'ounu:{:i1 CDmaCt‘s' handling complaints frop Noapproach is inherently superior, because such choices are driven by many
: ’ ary- : : § A 2 5
form a tWo-way communication funcej tY"Spanning communicarppg can per- =@ ontextual factors. These include time frame, budget, communicator relation-
io ively i ' B, ; 2 : ;
and use program research, T more effectively i d_-§ ships with the dominant coalition, and whether findings are likely to be chal-
' érlged or not (Broom & Dozier, 1990; Dozier, 1990). However, the approaches
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tin the manager—technician dichotomy is an assumption about the com-
tor’s relationship with the dominant coalition. Concern about manage-
articipation is closely tied to normative definitions of public relations as
merging profession. Arguably, public relations is a management function
tis effective only when top communicators have access to management and
tegic decision making, either as formal members of dominant coalitions or
informal advisers privy to such decision making on a regular basis (see J.
Grunig, 1992a).
room (1982) used a 5-point, five-item index to operationalize the concept of
icipation in management decision making. Communicators were asked
often they participated in decisions on adopting new policies, meetings
witl management to discuss major problems, meetings regarding the adoption
1ew programs or procedures (or both), meetings to evaluate and discuss the
ilts of new programs, and meetings on how to implement new programs.
index had a Cronbach’s alpha of .92 in the 1979, 1985, and 1991 surveys.

s expected, enactment of the manager role is significantly and positively
rrelated with participation in management decision making. Dozier and

om (1995) confirmed the relationship in the 1979, 1985, and 1991 surveys. In
979, the Pearson correlation coefficient between manager role enactment and
ecision-making participation was .66 (N = 438, p < .001). In the 1985 follow-up
1vey of the same respondents, the correlation was .65 (N = 208, p <.001). In
1991 survey, the correlation between manager role enactment and decision-
aking participation was .66 (N = 197, p < .001).
na 1995 national survey of communicators working for hospitals, Gordon
and Kelly (1999) found strong relationships between reported manager role

mpetencies in the communication department, departmental expertise to
participate in strategic planning with the dominant coalition, and the overall ef-
fectiveness of the hospital. They used four indicators of hospiral effectiveness:
meeting its budget, reaching short-term goals in the strategic plan, making

. embers in 1979 and 1985 ;
In 1985 a5 3 , > Permitted an analysgjs
Practitionersf:lv?li)niilzrg;i};a;g? I manager role scoyres progress or reaching long-term goals, and advancing the hospital’s mission.
- €It manager role scoreg from 1979 10 10 Overall hospital effectiveness was strongly related to manager role competen-
: cies in the communication department (r = .65, p < .01) and departmental com-
etencies to participate in strategic planning (r = .64, p < .01). '
- Enactment of the communication technician role, on the other hand, is not
associated with participation in management decision making. In Broom's
(1982) survey of PRSA members in 1979, technician role enactment was not sig-
nificantly related to participation in management decision making (r = .07, N =
438, p = .16). When the components of the index were tested separately, only
participation in meetings on how to implement programs was significantly corre-
lated with participation (r = .15, N = 439, p < .01). In a retest of the same rela-

Hon (1998) co
nducted lon A - -
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8rams were eﬁfas[and 0 Oth_er EXeCutives to determine Ifm?vbabgfy o
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: » WIL ; atse
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bu}h ilj]to each of the agency’s Programzepomng that formal evaluation W
n Dozier’s 1987 ' '
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! rmail a roa h i =i
€nacting the COTEA R s PProach (r = 19, N =202 :
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Communicators playing the manager role predominantly earn higher
s than practitioners playing the technician role predominantly. For in-
ance, in the 1979 survey of PRSA members, communicators playing the man-
er role predominantly earned $39,364 annually, compared to $24,406 for
ticians (Broom, 1982). That is, technicians earned 62% of what managers
med in 1979. In the 1985 follow-up with a subsample of the same communica-
tors, managers earned $61,753. Those enacting the technician role predomi-
'y"e'al,'ned $40,564, or 66% of what managers earned (Broom & Dozier,
6).In a 1991 survey of PRSA and IABC members, communicators enacting
- manager role predominantly earned $67,803. Technicians, on the other
and, earned $44,932 annually, or again 66% of what managers earned that year
{Dozier & Broom, 1995). :
The empirical evidence is definitive that salary differences in the incomes of
nagers and technicians are not due to differences in professional experience.
example, in the 1979 survey of PRSA members, the adjusted income of
enacting the manager role predominantly (after controlling for the influ-
nce of years of professional experience in public relations) equaled $37,300.
he adjusted income for technicians in 1979 was $28,740, or 77% of what man-
gers with equal experience were earning (Broom, 1982). In the 1985 follow-up,
e adjusted income of those enacting the manager role predominantly was
1,120, Among technicians in the 1985 follow-up survey, adjusted income was

210, or 69% of what managers with equivalent professional experience
ere earning (Broom & Dozier, 1986). In the 1991 survey of PRSA and IABC
embers, the adjusted income of those enacting the manager role predomi-
nantly equaled $62,710. Among technicians in the 1991 survey, the adjusted in-
come was $51,560, or 82% of what managers with equal professional experience
ere making. In all three studies, professional experience was a significant pre-
ictor of manager role enactment and also a significant predictor of income.
However, in those three studies, manager role enactment remained a signifi-
cant predictor of income, even after communicators had been equalized in
erms of professional experience.

Role enactment and income are related in complex ways. Dozier and Broom
1995) proposed a model that artempted to integrate prior theorizing and re-
earch findings and then tested it on two independent samples of PRSA mem-
ers collected 12 years apart. Enactment of the manager role predominantly
“was placed at the center. The model posited gender as antecedent to all other
ariables in the model. Men were hypothesized to have more years of profes-
sional experience and to have been employed by their current employer (ten-
ure) for a longer period of time. Overall professional experience and tenure
were hypothesized to contribute positively to manager role enactment.

_ Dozier and Broom (1995) also theorized that gender discrimination contrib-
uted to higher incidences of men enacting the manager role predominantly, af-
ter removing the effects of professional experience and tenure. Enacting the
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manager role predomina :

: ntly was posited a iti A

ton in management decision mak?ng Such positively correlated with particip nderson and Reagan (1992) conducted a survey of public relations practi-

sized as positively correlated with i ié:jr;cfpamn was, in turn . 'in the state of Washington to assess the relationship between role enact-
: tional variance in income yy tand use 6f new technologies. They computed correlations between man-

and technician role enactment and 20 technologies previously identified as
}JSing 440 completed questionnaires from s : -rele‘ianp to public relations (Druck, Fiur, & Bates, 1986). Findings indicate that
scribed was confirmed. However using 203 N RD the mode] justde S anagers and technicians use different technologies and in different ways. Man-
1991 survey, the residual varianc,e bet%v completed questionnaires from - t role enactment was significantly correlated with the use of technology for
een gender and enacting the managy| ategic planning purposes such as public affairs policy planning, issues man-
ent, media monitoring, market and demographic planning, and budget-
Technician role enactment was not correlated with these applications.
sional experience and tenure substantial] E | 2 series of case studies with 17 communicators in 12 American corpora-
dition, the residual variance betwreen cn}f:i Ccoudn_?fed for such enactment, I ns, Thomsen (1995) found evidence of further relevance of new technology
cally, from a beta weight of 25 in 197g9 to Erban income also declined drams ‘manager role enactment, Through a semistructured interview protocol,
men earned higher incomes than women jn itgagﬁei;ght of '0_3 in 1991, Thatl 1omsen fotind communicators using commercial online databases to partici-
was substantially accounted for Bt oo L HE that income differen in environmental scanning, allowing managers to identify emerging issues
PErence, manager role enactment, and part .lng."ar{ablcs (.):'r:professionaléx tlier in the issue cycle, and helping their organizations become more pro-
Dozier and Broom (1995) Were’ ui kp mCIPaUDn in decision making tive in their responses.
tentative, due in part to a smaller sag"ip‘l:e stizepiom}z out that their findings wer ‘M. A. Johnson (1997) conducted a qualitative study of 17 communicators in
0 the 1991 survey. However, th an American city in the Southeast, permitting in-depth exploration of uses of
_dl'SCI‘imination with regard to role enactment 1 _W'communication technologies. Her findings suggested that the availability
Issue ar hand, enactment of the mana er rol i mcof-ﬂe- More germane tot online research services through the Internet could accelerate the adoption of
ger role predommantly serves as a keyin search tools advocated in the professional literature (e.g, Broom & Dozier,

Satisfaction and the Subjectivity of Role Enactment

ormous normative value is placed on the importance of manager role enact-
entin the professional literature (Cutlip et al., 1994; J. Grunig & Hunt, 1984).
Manager role enactment permits the communication department to counsel

cision makers in dominant coalitions, in order to practice the two-way sym-
metrical model (see chap. 8 and Dozier et al., 1995). One might expect that man-

ogy. Dozi
gy ier (1989) argued that new technologies can be divided into those that
verrole enactment would be positively correlated with job satisfaction among

tor to do SOIIICEIHII COInplethy new alld dlfie[ﬁllt, o plaﬁl =1 di:ﬂeieilt IO]E m
13
g

the organizarion” (
P. 4). He asserted that eve t i
: 1y technolo i i
?be evaluated with regard to its role appropri Bl mnoveton il

communicators. .
In their 1991 survey of PRSA members, however, Dozier and Broom (1995)

found that enacting the manager role predominantly was not significantly cor-
related with job satisfaction, once the influence of decision-making participa-
tion was removed (beta = .03). They found a higher beta weight (beta = .11)
when they conducted a similar analysis from a comparable survey of PRSA
tool for analyzing data collected by s 3 : members in 1979, but the residual correlation was small compared with the di-

Y scanning the environment and detectin rect contribution of decision-making patticipation on job satisfaction (beta =

48).
[n analyzing data from a panel study of 206 PRSA members from 1979 to

1985, Broom and Dozier (1986) found that practitioners who enacted the man-

. g .
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ar period posted the largest increase in job satisfaction. Dozier and

ager rol i :
g € predominantly in 1979 posted higher job satisfaction scores th;
an (1982) reported that although creative artistic practitioners said they

latEI, Ob SatlSi&CtIOl’l amon IIlaIlagf:IS had dBCIID.Ed alld Sal’ISfEICllOI]
g

decisions” but remained “distrustful of changes implied by climbing
rganizational ladder to decision-making levels” (p. 26). This finding helps
Dozier and Broom’s (1995) finding from the 1991 survey of PRSA mem-
t manager role enactment is not correlated with job satisfaction, once

:giltc;g_fe fi ij;eae; ;;a téls: techni cian-to-manager, techn; cian-to-technic
Db eac,h r;a manager»to—mangger. They then analyzed changein
e, e }'e]jr pafrh. T:EChFllCianS who stayed in the technica]
et € Job satisfaction index, Up .53 on a 5-point scale; Tes
B tt3dnfin;jigwers over the § Years posted an increase of .23, les
e r;ju;sl who remained technicians, Job satisfaction am
i at role for the ¢ years dropped slightly (Broy -
Some evidence (Broom & Dozier 1986; Dozier
::ji llg c;)l;}mu.r'ucators could participate in managemffltBégcoi;?D; if:]iijfggm ;
ey therwise prefer to enact the technician :
) h;;;(;i‘tj;i[ ;he results of an informal fax poll conducted by Commypiz
€ 170 communicators responding indicated that they pre.fe'rr

oted by Creedon (1991), the manager-technician dichotomy is problem-
number of reasons. With regard to the creative activities associated
chnician role enactment, she cited Parsons’ finding that college students

ed little ambition to do creative work. P. R. Parsons (1989) found that
f the most dramatic and surprising findings of the study was the degree
ch public relations students disliked all the proffered forms of creative
p. 165). Whether emphasis on manager role enactment plays a role in
college students select their majors is unclear. However, emphasis on

writing, editin , produci icati
enactment On?}’ I1]8 of rh??ygumlcanons, and other activities of technica] manager role enactment in public relations textbooks (e.g., Cutlip etal., 1994; J.
said they liked managing the activities in 1 : Grunig & Hunt, 1984) may influence future communicators to regard manager

nactment as “preferable” (Creedon, 1991, p. 76).
spite such notable research on communicator job satisfaction as the 1990

1995 PRSA studies (Serini, Toth, Wright, & Emig, 1597), the interface of

lecting royalties on g runaway best-seller children’s book,” “ljy:

ing books,” “on a beach ” “mer:
ac e ;
; : h,” “owning my own greenhouse,” ely investigated. Indeed, the normative demands for manager role en-

mment are at least paradoxical, given what working communicators report
hout their job satisfaction, their ambitions, and belief systems about their
As discussed later, some of the paradox is caused by a certain slipperiness
ast roles research with regard to whether the individual communicator or
communication department served as the unit of analysis.

Diego area. Using Q _
3 : ; ; se of Role Measures Outside the United States

t roles research has been conducted in the United States (Acharya, 1983;
m, 1982; Broom & Dozier, 1985, 1986; Broom & Smith, 1978, 1979:
ozier, 1981, 1083, 1984a, 1984c, 1986, 1987, 1988c, 1989, 1990; Dozier &
oom, 1995; Dozier & Gottesman, 1982; D. J. Johnson & Acharya, 1982;
juzen, 1991, 1992; Lauzen & Dozier, 1992; Sullivan, Dozier, & Hellweg, 1984,
85). However, before the Excellence study, some roles research had been
conducted outside the United States.

. Pickos and Einsiedel (1990) explored the relationship between role enact-
entand evaluation methods among Canadian communicators using member-



ship lists of the Canadi : : ; :
- nadian Public Relations Society (CPRS) and the Internation | 1982; Broom & Smith, 1979), the two-role dichotomy proposed by
(1983), or both. However, several researchers have used different opera-

mail. As in earlier U.S. stn c

the manager role (expert (;fs SCIEEI;:,S ;?Ddbilﬁlsﬁiiound that componen onalizations of what practitioners do and the roles they play in organizations.

communication facilitator) correlared alfioal i Pl‘%zissﬂfacﬂltam 2 ferguson (1979) constructed a universe of practitioner activities by combing

tion methods, both scientific and intui HB G o o teg}?l A YIWIfh f—f‘-’ﬂl_!l ublic relations literature and survey data from communicators. After elimi-

correlated with both scientific and intuitive evalu Cl————— ating duplications, she reduced the measures to a set of 45 items. Ferguson fo-

lated that greater specialization and | atton research. They specii |8 ¢d on identifying the role norms of communicators by asking “how appro-
Tger communication departments . or proper” each activity was for those participating in the survey (p. 3).

United States might accoun i D
partment heads genacr the ;efé)}f;j}‘l:?ailfleiznc:';n anada, alarge number : After Katz and Kahn (1978), such activities might be described as the role re-
Later, Coombs, Holladay, 4 e Dn}m?nﬂy' g
comparative analysis b Y, ~asenauer, and Signitzer (1994) conducted,
i Um‘fe ésst%;;in:f}tgﬁgﬁninuglgaﬁon professionals in Austria, N

. otom :
or technicians using an eight-item subset 0;2 ];1;501:};012?: f;iz;f:ﬂlerhmamgg erpretable factors emerged; two other factors were discarded because too few
that practitioners played the manager role predominantly in Ausz*si, ; e};f ; loaded on those factors to permit interpretation. Ferguson named her fac-
the United States (70%), whereas a minority of Nomegimycomm gy e problem-solver manager, staff manager, researcher, goodwill ambassa-
enacteFi the manager role predominantly. Coombs and his collea urél:a-ml; il eeting organizer, journalist-technical communicator, public community
ences in educational systems as contributing to this diﬂ'erencegu T tions, and personnel-industrial relations.
127T£1;ﬁ;:}23;2t31$§24:e c;)f rcle’ items gppeared very robust in a ‘1994 suwé . ore rec.endy, Berk.owitz and Hrﬁstodoglalds (1999) do.:veloped a l3l-item‘set
(Ekacka: i Ekadn' pul.allc relations practitioners in Bangkok . orms or ideals applicable to public relations work, derived from a discussion
; : hai subjected the 24 items to exploratory factor ana_[)rm ctivities and functions of public relations in Cutlip et al. (1994). The item set
self-administered to a campus chapter of the Public Relations Student Soci-

of America and mailed to a sample of PRSA members in a nearby city in the
erican Midwest. The resulting data were subjected to cluster analysis, speci-
fying a two-cluster solution. The first cluster was interpreted as a management
ientation, with high value placed on counseling management in decision
aking. The second cluster was interpreted as a technician orientation, with
high value placed on being a “people person” and regarding public relations pri-
marily as a creative activity,

Guth (1995) developed a 10-item set that measured the technician role, with
ome items similar to Broom'’s technician items (e.g., write news releases and
rye as photographer) and others quite different (e.g., take dictation and can-
ot be fired except for policy violation). Guth also developed a 20-item manager
role index. Some items were similar to Broom’s expert prescriber (e.g., develop
rganizational policy), problem-solving process facilitator (e.g., counsel others
n public relations concerns), and communication facilitator (e.g., serve as or-
anizational spokesperson). Other items were strikingly different (e.g., serve at
the pleasure of the CEO, have private office, and have 4-year college degree).

- Wright (1995) conducted intensive observations with 148 executives who
vere members of the Arthur Page Society, a professional organization of se-
nior-level communicators. He used a one-page questionnaire (returned by fax
achine), conversational (long) interviews, and two focus groups at a meeting
.of the Arthur Page Society to collect data. Based on his research, Wright advo-
ated a “third major role for public relations—communication executive, com-

viate ﬁ_'om factor analysis conducted on U.S. samples. In the Thai f; 2
f;s;;;};cmi It;aded heavily on the first factor, which Ekachai interp:g:; aalslat;])7
€rrole factor. Nine of the 10 items on yade
heavily on the Dozier and Broom (1995) mgiilgmein:a%z;()fl:fuizt?Sraifmj::if;n
communicators in 1979 and 1991 (Dozi tor
analysis, which forced a mro—facto{r[zolzllll:iro?iifs?; ?nl:e?flj;?zﬁrmatﬁw fa?“?
strating the utility of that dichotomy.) S dﬁ_m
amfl;;;};ai (1995) found that technician role activities, as isolated in the 1979
surveys of U.S. communicators (Dozier & Broom 1995), were spl;
across two factors in the Thai sample. She interpreted these as: a meci' ?‘3 g
;Pec1allsF factor and a graphic technician factor; all six items from Ek:til::izn'g :
: ;:dr;eéatlons sPeczahst and gr’aphics Fechm‘cian factors were the items that al:rllsta'
on Dozier and Broom’s techniciay factor. In addition, Ekachair d
separate factor for enactment of the communication liaiSOI,l rol ien
would have merged with the manager factor, had confirmato re
(specifying a two-factor solution) been emplyoyed. g

Different Role Measurement Strategies

M . . . i
i uch oj the rolc:s research in public relations and communication managermen
i as use Broom’s 2I4-1tem set (Dozier & Broom, 1995) or a subset of it, combin
g 1tems to form indexes of the four conceptual roles postulated by Broo
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?;Islfsl?.wmly of corporate senior vice presidents who report directly to CEQ:
Morton (1996) triangulated on the manager and technician roles by usin
variety of proxy measures associated with different levels of role enalctj;m:n'g
well as a more direct measure of “primary activities” reported by respond
(p. 365). She used years of professional experience, salary number};fogl I;sth"
the respondent supervised, education, and organization;:d type to discri;ﬁnar
between managers and technicians via these correlates. More directly res 0
d_ents were further differentiated by indicating the following as prirnz : ati :
ties: wri_tlng, developing campaigns, producing publications supewis?n
ers, af:lv1sing management, and coordinating events, : y
Ife.lchty and Springston (1996) combined Broom’s (1982) 24-item set W;th
additional items they adapted from the organizational boundary-spannin I'h
ature. Their questionnaire was completed by 137 members ofl:héqubiir:glfE
tions Council of Alabama. When subjected to exploratory factor analysis i
f:jlctors with eigenvalues greater than 1.0 emerged. Two factors howz :?18
sisted of only two items, making them somewhar difficu] : ¥k
consisted of four items associared with the manager role factor (see Dozier,
Broom, 1995); none of 14 boundary—spanning items loaded heavily on this"';:
tor. Factor 6 consisted of four technician role measures from they Broom se

iven the diversity of approaches to measuring pracritioner roles, which
is best? The simple answer is: It depends. As noted in a previous review of
esearch (Dozier, 1992), roles are abstractions of the myriad activities of
unicators in their day-to-day work. As such, conceptualizing and measur-
roles is inherently problematic. Roles research in public relations and com-
iinication management has used quantitative methods extensively, drawing
ems from a review of the literature (e. g., hypothetical-deductive approach) to
struct a nomothetic model of explanation. These presuppositions are built
much of the roles research in public relations. Within those assumptions,
use of factor analysis or cluster analysis as data reduction tools adds addi-
tiong! wrinkles. In exploratory factor analysis, the number of factors increases as
function of the number of items analyzed. In confirmatory factor analysis and
er analysis, data reduction is forced. As such, there is no one right number
les or one right way to measure them.
owever, several issues ought to be weighed when selecting role measures.
n operational level, how reliable have role measures proven in past re-
arch? Many reports of role studies do not provide reliability coefficients. Using
e measures from prior research permits direct comparison of findings from
study to the next. '
erhaps the most important consideration, however, should be the theoreti-
tlity of the measure. How has a particular approach to role measurement
ntributed to-our understanding of public relations? Clearly, Broom’s 24-item
le set and the manager—technician dichotomy have contributed the lion’s
are of new understanding about how roles relate to a myriad interesting pro-
fessional and social issues. At the same time, the evolution of communication as
profession suggests that the original 24-item role set needs constant re-
ention through intensive observation of what communicators do. A recom-
mended straregy is to conduct data collection and analysis in parallel, treating
W measures as separate from the original item set. In this manner, we may be
ble to reduce the number of new factors that are “discovered” every time the
tem set is modified by additional items.

intern*flls, generalists, externals, traditional managers, and outliers

Wright, L, Grunig, Springston, and Toth (1991) and Toth Seri}zi Wrigh
gnd Emig (1998) conducted surveys of PRSA members in 199{; (N= 11027'7g
n 1995 (N = 678). A 17-item role set developed at Boston University W{;S us?a;
each survey, including items the same as (or similar to) Broom’s original. fy
role typology: expert prescriber (e.g., making communication policygdnclcis:ion
prob?em‘—solving process facilitator (e.g., counseling management), and co's
munication facilitator (e.g., meeting with clients and executives) ro,les as well
as measures of the communication technician (e.g., writing, editing i

riticisms of Roles Research

men and women; the two factors closely paralle] the manager and techni;
role falctors. In 1995, however, the factors became less distinguishable, wi
many items posting lower factor loadings than in 1990, 1
atory factor analysis revealed a thi

riticisms of roles research in public relations ranges from the methodological
0 the ideological. Starting with the narrowest methodological criticism, some
ave argued (Leichty & Springston, 1996; Toth & L. Grunig, 1993; Toth et al.,
998) that the manager—technician role dichotormy oversimplifies the complexi-
esof role enactment. Corrective strategies have included using Broom's origi-
al four-way typology and expanding the number of items (Leichty & Spring-
on, 1996), as well as attending to cross-loadings and factor analyzing women
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and men communicators separately (Toth & L, Grunig, 1993; Toth et sl ':19_93 snot simply to redistribute power. As L. Grunig (1992) argued, empow-

Ciillbertson (1991) recommended further research into the Pprocess of 1o amore useful concept, wherein power is shared (a positive-sum game)

semes apd role‘ taking, rather than focusing exclusively on role enact an accumulated or lost (zero-sum game) in a hierarchical manner. Hon
A b_roader cittane of roles research is embedded in radical and, to som ovided a plan for empowering women in public relations by fusing lib-

gree, liberal feminist theory. Creedon (1991) provided the first comprehe, minist tactics with a radical feminist strategy for changing organizations

critique .Of roles research from this perspective. Other scholars such as Totha al systems.

L. Gwnlg (1993), Hon (1995), and Toth et al. (1998) have contributed to o

provided further elaboration of this critique. This critique has a number g

portant elements.

_ First, the gender of researchers and worldviews embedded in their socializ
tion as either men or women affecrs what research questions they consider
portant and how they go about studying them. This berspective is not uniquely:
.fe'mimst; rather, it reflects presuppositions that favor intengive observatig T
idiographic modeling, and reflexivity found in erhnomethodology (Retterma
1998; Rossman & Rallis, 1998). :

Second, and somewhar as a consequence of the first, men and women s
ing roles look for different things, find different information in the dar.

\TRIBUTION OF THE EXCELLENCE STUDY
OLES RESEARCH

ite the large body of research in this area (Pasadeos et al., 1999), the Excel-
tudy makes a unique contribution to our understanding of practitioner
. One difficulty with previous roles research is the blurring of the level of
Typically, data about role enactment have been provided from individ-
actitioners through cross-sectional surveys. Except for such gross meas-
s departmental size and reporting relationships, the role of the individual
cian role typology, for le. “h _ ; . . #  respondent has been z?xa.tmined ipdependenﬂy D.f the context of the communica-
'Pology, for example, “homogenized and dichotomized the meanis epartment. This is especially problematic because manager role enact-
jent involves a wide range of competencies, all of which may not reside in a
le individual but may be spread among a number of communicators. Along
nes, the present study systematically analyzed these competencies as
te variables at the departmental (rather than individual) level of analysis.
ond difficulty with roles research is a preoccupation with role enactment,
out regard to the role sent or the role received. The Excellence study
; ; W arted new territory by asking top communicators what role they acrually en-
;ﬁi:ngzjogé‘i; ?is?i}ia;;?;[;off I;zll;eas are c]mbed;led‘ The feminist crig _ f;vcll as the role expectations they have received from the dominant coali-
Fourth, strategies for reduci, endegfz}fo £ PIeference, . _' inally, the Excellence study asked CEOs (or other top managers of.orga-
R B % f%en ; serimination against women con tions) what they expect from their top communicators, what role their top
9 ; Teat organizational biases as a congtap municator should play.
each chapter of this book, we have related our ori ginal propasitions from
theory book that guided the Excellence study to the results of the study. In
“Victim is blamed” (Creedon 1951,5, 78} fork P 1 . : heory b?ok, Dozier (1S.P9_2j reviewed the e?{tensive literature on ro_les at that
e ] DA or her condition. ‘In a'dd}tron, wome _;‘and denve.d 15 proposmon.s.that summa.rlzedlextant 'n?search‘ Thnls ‘c}}aprer
& ¢ manager role within the existin g discriminatory struc cuses on Dozier’s first proposition, that variance in practitioner role activities can
leparsimoniously accounted for through two basic organizational roles: managers and
ehnicians. Most of the other 14 propositions specify that the managerial role
yill be associated with other variables included in the Excellence scale or with
ariables that are, in turn, associated with these characteristics of excellence.
These variables are the two-way symmetrical and asymmetrical models, in-
jolvement in strategic decision making, environment scanning, program plan-
ing and evaluation, openness of management to the environment, and a
reatening environment. As a result, we have collapsed Dozier’s other 14 prop-

study roles found liaison and decision-making activities among technician
tivities that male researchers had treated as part of the manager role,

Third, much roles research Places greater normative value on the rl:larja' T
role than the technician role, devaluing the work that most women doin puﬁzl:
r:elarions. Such preference for the manager role emanates from male sociali
tion to favor hierarchy and categorization, as well as open-systems theory;

society as .a v‘whole (Hon, L. Grunig, & Dozier, 1992). At core is the manifest
unequal distribution of power in organizations and in society. Moreover, ac.
cording to thig critique, the solution to power inequities in organizations and i
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TABLE 6.1 2

0sItions into a single proposition: The managerial role will be assur:iatédiﬁn
; Departmental Expertise to Enact Communicator Roles

other characteristics of an excellent public relations function.

Raw Transformed
atal Expertise to Enact Manager Role Means Means
QUANTITATIVE RESULTS RELATED TO ROLES i <
‘goals & objectives for department 167.5 12.5
: ; : trategies to solve PR problems 158.7 12.2
.Resu;lts of the Excellence study regarding communicator roles in Organiza pa;iz]t:l Sbu;eget = 148.4 1.6
nvolve (a) the expertise available in the department to engage in various organization’s response To issues 146.6 11.0
eﬂﬁcfmﬁnts‘. (b) the actual enactment of various role activities by the to 125.9 10.9
municator in the department, and (c) the expectations of the dominant 1 on reseandh Sl be
wnth regard to role enactment by the top communicator. Each aspect of arch to segment publics 80.3 7.7
zational role is linked to other characteristics of excellence in organizati i i lzjhs 1?1
well as with overall ] - . ' :
Excellence. n Correlation With Overall Excellence +.60*
ach’s Alpha .83
Role Expertise in the Department Raw Transformed
armienttal Expertise to Enact Technician Role Means Means
One_ area of roles research that has received scant attention in prior studies s ¢ publications 167.6 12.5
pertise to enact various role activities. In the Excellence study, we decid news releases & features 157.0 12.0
treat such expertise as an attribute of the communication or public rela rdinate press conference or event coverage 149.4 1.7
pgmnent, rather than an attribute of the individual respondent. Earlier reses I .et:;es L 1;2? ig_?
o i £ . ; : ce AuciovIsual 1m ' <
(. room 8( Dozmr, 1986; Dozier & Broom, 1995) indicated that formal ed i it 97.1 8.6
ton or training are poor predictors (at best) of role enactment. We therefore gg: 91.2 8.3
c1decl.to construct indexes deductively from previously established measur manage a speakers’ bureau 79.6 7:3
comlmgmcator role enactment, logically generating a series of tasks req 1233 e
specialized departmental expertise consistent with the enactment of comm : ;’“ sorﬁltwn Wit Overell Bxcellesce A
; ronbach’s Alpha .80

cator roles,

A set of 16 rasks was included in the questionnaire completed by the
communicator or public relations head.’ Top communicators were asked t
the fractionation scale to describe “the extent ro which your department
someone in your department has the expertise or knowledge to perform” th
tasks. The tasks, as described in the top-communicator questionnaire, are sy
marized in Table 6.1. Bight tasks were operationalized as measures 01,r man
role expertise; they appear in rank order at the top of Table 6.1, based on
amount of such expertise in the communication department, as reported'bym }
com‘municators (N = 270). As indicated, the highest level of departmental
pertise was reported for developing departmental goals and objectives, This
kind of expertise was followed by the expertise to develop strategies to sol |
public relations problems, prepare departmental budgerts, manage orgam
tional responses to issues, and manage people. For these five items, raw mea

p<.001, with manager role department expertise removed from Excellence scale. **p <.001.

ransformed means (mean of the square roots of the raw scores on each
re) are all above 100 and 10, respectively. This means that all are above
vhat top communicators regard as an average response for all items in the ques-

enext three items involved specialized expertise that few communication
partments have in abundance. These include the expertise to conduct evalua-
research, to use research to segment publics, and to perform environmen-
anning. Bach of these items has a mean that is below average, compared to
ther measures of expertise. Naturally, scores on the manager role experrise
dex (created by computing the average of all eight transformed items) are
ghly correlated with overall Excellence scores (see chap. 3). The manager role
pertise index has a Cronbach’s alpha reliability coefficient of .83, meaning that
areliable measure for purposes of testing relationships with other variables.

Bight items were operationalized from technician role enactment measures
si-1sed in previous research. Top communicators were asked to assess the depart-

: .

Top communicator and PR head are used interchangeably to designate the senior-
communicator in the organization’s primary communication department who completed the 1
communicator questionnaire. :
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TABLE 6.2
Factor Analysis of Manager and Technician Role Expertise
in the Communication Department

i ,Q . I i I ] . i ] I ;
| . 5 TRl
3 heSfi 1 T i q -
mMent I t‘ems ft‘Ol'Il the tOp COmmUﬂlcatOF UESU‘OHH&I'] e a]s N

rized in Ta :
il byble 6.1. .The highest level was reported for producing pub
EXpertise to write news re] :
fa Teleases and features, coordinara.
1 egces Orcoverage of events, write speeches, and produce 1‘3{ i l | | . o
ais. On average 'top co , auaiovisual
IMmMUNIcators repor s Lk, : :
PCI‘fOrm these tasks. ported higher-thamaverage expe : Administrative Strategic
On the oth e Matager Role Expertise Manager (F1} Manager (F2)
Gther hand, top co i :
their departments to .P S mmumf:arofg reported be]ow—av&rage expe . als & objectives for department .89
ol i Write an advemsement, take photos, and creats 4 - o
.g Speakers’ bureau. These items posted ; cal : : '
tively, for the raw and transf, means below 100 and 19 j AL it
efficient for the techp; ranstormed scores. The Cronbach’s alphs ek _ 74
echnician role expertise scal JEO] : .63 30
technician role e A ; cale (mean of all eight '
XPErtise items) is .80 mean; ML 86
; : A .80, ning that it is suffici - :
tes;ngbrelauonshlps Wwith other variables 8 fficiently relishfs . 30 79
0 bert Sl
f faer understand the underlymg structure of the role o Erfise a i
actor analyses were conducted on th Xpertise : Bia
the techmcian EXpertise 1 11 the manager expertise ite Factor Loadings
vious studies, exﬁoratsr;l}ii Becalllse' > l:tem set had never been used Internal Media
rotated to a varimaz so] Or analysis (principal component factor ext Technician (F1) Relations (F2)
00 o0 i ax solution cross-loadings below .20 not reported
(=4 k
. dlma € 6.2). The manager item ser TEpresents two empiricalgif Ll 84
¥ nCt aspects of Mmanager expertise, One form of Manager i ! ;’é 38
54 28

can E lnferle’;‘tE das g miﬂi.siiﬂti ve ??Iaﬂage? €Xx Peli e
b d j’ 5

administrative man ,
el s W'thager €xpertise factor are organized in descending ord publications
» With ite ; P
ms most central to the underlymg construct at the- press conference or event coverage .83
releases & features 27 .80
67

the list. Thj =
amount fozlmnhng.by'facmr centrality CIOSEIY parallels the ranking b
. immpremde expertise in the department, reported in Table 6.1 Facrg
as strategic : it or

involves the da toud &t ?ldmjlge.r expertise. Whereas administr Principal components extraction with all factors with eigenvalues greater than 1.0 ro-
BT o y-to-day operations of 5 well-run departmen (regardless of s :

- Ations oiodel nsed); s ategic expertise is closely tied [OSS_c_;, i

: aset

Strategic 0o Communicatio de a
( : %‘l? tools a 1 1cation partment needs to use the two Way Ilt.
me n m ical) a _
bo h ym trical and asymmetric D nd COI]L‘J.’iletE 1o the organizatim[ 0
§

d o the varimax solution displayed herein.

manager and technician role expertise indexes displayed in Table 6.1

sed intact for further analysis, recognizing that both indexes have mean-

I subcomponents.” Table 6.3 displays relations between manager role ex-
ise and technician role expertise with each of the characteristics of excel-
¢. Regarding manager role expertise, we expected and found strong
Jations with other departmental competencies to use the two-way models
blic relations, both symmetrical (r = .72, p < .01) and asymmetrical (r = .72,
1). We also expected and found strong correlations for the value (r = 31, p
1) and support (r = .29, p <.01) provided to the communication department

Separate correlations were calculated for the combined variables in the strategic manager and

internal technici : inistrative manager factors with the overall index of excellence (with the managerial expertise
hnician expertise are largely preoccupied wi < - Saliee, i i e

pied with production witho ble removed). Both correlations were high and roughly the same (.49 for the strategic expertise

54 for administrative expertise), which suggests that excellent public relations departments

oth types of managerial expertise.



TABLE 6.3
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Correlations of Manager and Technician Role Expertise

in Department With Other Characteristics of Excellence

h symmetrical and asymmetrical, are significantly higher. These
ectations were reported by both top communicators and CEOs (see
ddition, manager role expertise is positively correlared with the

Other Characteristics of Excellence

Manager
Role Expertise.

Expertise to Use Two-Way Symmetrical Model®

Expertise to Use Two-Way Asymmetrical Model® .?2:
Value Dominant Coalition Places on PR I?E**
Support Dominant Coalition Gives to PR® .31**
PR’s Conrribution to Strategic Planning® .2?**
Manager Role Enactment by PR Head* ‘33“
Senior Adviser Role Enactment by PR Head? - x
gom_inanr gc’a:in‘cn Expects Two-Way Symmetrical Model Used® :;:*
ominant Cealition Expects Two-Wa i 3 .

Support for Women E;Pployees“ 2 i e -42:
Support Dominant Coalition Gives to PR .31*
Value Dominant Coalition Places on PRP -
Impqrrance of Knowledge/Communication With Outside Groups® Ilﬂ?‘*
Dom}nam Coalition Expects Two-Way Asymmetrical Model Used® ‘12**
Domfnant Coalition Expects Two-Way Symmetrical Model Used® .09
Domlmant Coalition Expects PR Head to Enact Manager Role® 13*
Do'rmnant Coalition Expects PR Head to Enact Senior Adviser Role? ‘13"'
PR’s Contribution to Strategic Planning® 'm*
Participative Organizational Culture® "
Overall Excellence Score ;:i:

at CEOs place on communication and knowledge regarding ex-

r=.13, p < .05). Manager role expertise is also positively corre-

th'two aspects of organizational culture: organizational support for fe-

loyees (r = .31, p < .01) as reported by top communicators and the

all participative nature of the culture (r = .14, p < .01) as reported by a sam-

ar employees. As expected, the correlation of manager role expertise

ager expertise removed from the Excellence scale to prevent auto-

) with the overall Excellence score is .60 (p < .01), accounting for
ird of the variance in the 20-item Excellence factor.

ore intriguing and less expected was the strong correlation of technician
expertise with many characteristics of excellence. Previous research sug-
chnical role enactment is unrelated to indicators of excellence, such
ation in management decision making and strategic planning. How-
dicated in Table 6.3, top communicators reported that their depart-
chnician expertise is positively correlated with expertise to use the
-way models of public relations, the value and support given the commu-
epartment by the dominant coalitions, communication’s contribu-
ategic planning, and actual enactment of both the manager and tech-
by the top communicator. Relationships between technician role
se and variables provided by CEOs, however, are generally weak and

. : . } ;
om PR head (top communicator) questionnaire. ®From CEQ questionnaire. “From empl

tionnaire (dara aggregated for all employees in the organization surveyed)

*p < .05, *p < 0L

by the organization’s dominant coalition, as reported by the top commu
The CEOS reported a weaker but significant correlation betwfen ::mun_l'
expertise and support given to the communication department by the do-
nant coalition (r= .13, p < .05) but not for value (r = .07 p>.05) Toy -
cators reported that manager role expertise in their déparr.mer;ts xE i
correlated with communication’s contribution to strategic planning i?'lstls'.t;; '

nization (r = .35, p < .01).

Accorr:}ing to top communicators, department €xpertise to enact th
ager role is strongly correlated with the actual énactment of the manag
=.37,p<.01) and a variation on manager role enactment called "seniaf::l '
role enactment (r = .47, p < .01) by top communicarors. Likewise CEC‘}rlsc
portued that their dominant coalitions expect higher levels of mana e; (r= 5ﬁ
<'.03) anfi senior adviser (r = .10, p < .05) role enactment from theirgtn c;
HICators in organizations with communication departments with hj I;mr
of manager role expertise. In organizations with higher departmentfl manag
EXpertise, expectations that communicators use the two-way models oﬁfﬁf

ficant. Nevertheless, CEOs did report significant, positive correlations
tween technician role expertise and the importance they place on commu-
ith outside publics (r = .17, p < .01) and dominant coalition expecta-
?r‘the two-way asymmetrical model be used (r = .11, p <.05). The cor-
 between technician role expertise and overall Excellence scores is .41
)._
As detailed in the qualitative section of this chapter and elsewhere (Dozier
Grunig & J. Grunig, 1995), the seeming importance of technician role
ise to excellence can be understood only through the symbiosis of both
g rand technician competencies within the same excellent department.
vexcellent communication departments are examined over time, prob-
or opportunities (such as a crisis, merger, or change in CEOs or dominant
ons) occur that provide communicators a chance to deliver excellent
This alters the dominant coalition’s expectations of the communication
ent, leading the coalition to demand such communication excellence in
fuure. This demand—delivery loop (Dozier with L. Grunig & J. Grunig,
93) provides excellent communication departments with the power to de-
scarce resources (e.g, staff and budget). However, excellent communica-
fograms depend on excellent execution, meaning that communication de-
ts need the traditional craft skills embodied in departmental technician

anager



expertise. In this framework, departmental expertise to enact the technic

18 a necessary but not a sufficient condition for excellence,

Empirically, this symbiosis berween manager and technician role expe;
the department is shown in the strong, positive correlation benveer?:ﬁ
role expertise and technician role expertise (r = .57, p < .01). Table 6.4 dj
the relationships between technician role expertise and other characéen'su' 0
excellence, afrer controlling for the influence of manager role expertise T;
the 21 relationships in Table 6.4 are negative, although none of these is!staﬁ.

enactmerit of the senior adviser role by the top communicator shows 2 signif
cant, positive partial correlation (partial r = .11, P <.05) with technician role
pertise. CEOs report a significant, positive partial correlation (partialr= 11,

gy

TABLE 6.4
Partial Correlations of Technician Role Expertise
in Department With Other Characteristics of Excellence
After Controlling for Manager Role Expertise
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‘communicators). However, the partial correlation berween overall Ex-
e and technician role expertise in the communication department is —.01,
‘ables 6.3 and 6.4, along with chapter 3, underscore three important findings
4bout organizational roles, First, departmental knowledge or expertise to enact
manager role is the single most important attribute of an excellent commu-
cation department. Second, a strong symbiotic relationship exists between
ager and technician role expertise in excellent communication depart-
ts. Third, technician role expertise is of no consequence to communication
ellence without the manager role expertise within the department to pur
e technical resources to appropriate, strategic uses.

ié Enactment by the Top Communicator

en items were derived from previous studies of role enactment and used to
rationalize four distinct organizational roles of communication managers
d public relations practitioners. These included the manager role, the senior
viser role, the media relations role, and the technician role, Top communica-

Other Characteristics of Excellence

15 were asked to choose a number on the fractionation scale that “indicates
how well each of the following items describes the work that you do as a public

lations practitioner.”

Manager Role Expertise in Department® (zero-order correlation, not partial)
Expertise to Use Two-Way Symmetrical Model? ’
Expertise to Use Two-Way Asymmetrical Model?

Value Dominant Coalition Places on PR?

Support Dominant Coalition Gives to PR*

PR’s Contribution to Strategic Planning?

Manager Role Enactment by PR Head®

Senior Adviser Role Enactment by PR Head®

Dominant Coalition Expects Two-Way Symmetrical Model Used®
Dominant Coalition Expects Two-Way Asymmetrical Model Used®
Support for Women Employees?

Support Dominant Coalition Gives to PR

Value Dominant Coalition Places on PR®

Importance of Knowledge/Communication With Outside Groups®
Dominant Coalition Expects Two-Way Asymmetrical Model Usedb
Dominant Coalition Expects Two-Way Symmetrical Model UsedP
Domlinam Coalition Expects PR Head to Enact Manager Role?
Dominant Coalition Expects PR Head to Enacr Senior Adviser RoleP
PR’s Contribution to Strategic Planning®

Participative Organizational Culuret
Overall Excellence Score

Asdisplayed in Table 6.5, manager role enactment was measured by four ac-
ities that top communicators were asked to use to describe their own work as
partment heads. These items closely parallel the expert prescriber role as first
nceptualized by Broom (Broom, 1982; Broom & Smith, 1978, 1979). The
manager role enactment item thart top communicators reported best described
their work was being the organization’s expert ar solving public relations prob-
tms, This item was followed by taking responsibility for the success or failure
public relations programs, being held accountable by others in the organiza-
n for the success or failure of the public relations program, and making com-
nication policy decisions. Means for both the raw and transformed scores
:above the average. After manager role enactment was removed from the
overall Excellence scale, the manager role enactment index posted a strong cor-
elation with overall Excellence (r = .58, p < .01). The manager role enactment
index also posted a solid reliability coefficient (Cronbach’s alpha = .89).
Related to the manager role enactment is the role of senior adviser. Based on
escarch and analysis conducred prior to developing questionnaires for the Ex-
£ ”'ehcg study (e.g., Broom & Dozier, 1986), some senior practitioners enacted
‘role as informal managers, providing gnidance and counseling to the domi-

-0z

a
1 From PR heafi (top-communicator) questionnaire. "Prom CEQ questionnaire. “From ey
PIOYEe questionnaire (data aggregated for all employees in the organization surveyed)

*p <05 %% < 01,

t coalition in solving public relations problems; but they were not vested
h formal policymaking authority. In the Excellence study, manager and se-
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= TABLE 6.5
ebs of Manager and Senior Adviser Rale Enac&ﬁe
¥ the Top Communicator in the Department !

TABLE 6.6 Z
of Media Relations and Internal Technician Role

Manager Role Enacty
1ent
i Memis= Raw Transformed
onsidered the & . Role Enactment Means Means
Ll i bt ;{pe;; at solving PR problems 1621 . N i 3
Others hald me az};m(;;tab] P;ﬂgra.m success/failure ;52'-1-- : :é'tb:ﬁ.nd newsworthy material 145.1 12.0
I make communicario s P_RI program 154-8 i media coverage 143.5 12.0
Mean " pelicy decisions e ntacts for my organization 115.1 10.7
Pearson Correlat ; 562 acing news releases 80.5 9.0
Cronbach’s 4.1113?::0]3 I Ovorel Bicellznee & i 121.1 109
th Overall Excellence o587
Senior Adviser Role Enactiment With Excellence (manager enactment controlled) 4.02
fas ok ; 87
] am senior counsel 1 top decision makers
Create o ormniti
I I‘EPI’ES-E]‘JE'F‘IIJ 7 or - fmj Tanagement 1o hear publics
I don't make I};R gall?!zmcm °t events and meetings ‘spelling the writing of others 89.3 9.4
Mean Tetayut provide suggestions communication materials 87.1 9.3
P - . = 3
earson Correlation With Overall Excell Ia_rnphlets, and ther materials 82.6 9.1
Cronbach’s Alpha ence phics for PR materials 30.1 55
*p< 001, af Sl e 5
7 8HEr removing manager role enactment from Pycel T orrelation .YVlﬂ:l Overall Excellence +.04
xcellence seal With Excellence (manager enactment controlled) —.09
: .81

T
g Ser ro Ctment h Ci
maov SEnior ﬂd'r] €L T lE £na e om Exfﬁﬂﬁll (v SCE.]E,

& Positive correlatioy i}

$er role enactment tras; llence (r = .58, p < .01); however, media relations enactment

all Excellence (=
=51, p<.,01) after senior advi
advi lated
related highly with manager role enactment (r = .49). Apparently,

‘media relations role enactment and overall Excellence disap-
02, p > .05). The media relations enactment index posted a

pefficient (Cronbach'’s alpha = .87).

ian role enactment is derived from Broom's original concep-

ole typology (Broom, 1982; Broom & Smith, 1978, 1979). As

6, the technician role enactment item that top communicataors

est describing their work was editing the writing of others in their
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mal technician role enac ok
internal technician ro|

TToaerrmerm a

CoEAES R IS b S



S e e gy LA LIV E KEQUL 1D KOLA L DL LU RULED Lar

TABLE 6.7
Factor Analysis of Manager, Senior Adviser, Media Relations Specialist, and
' Internal Technician Role Enactment by the

Top Communicator in the Department

scored item, the mean for this item was below average for both the raw and
formed scores. This item was followed by writing communication material
ducing brochures, pamphlets, and other materials; and doing photos and gra
for public relations materials. Although the internal technician enactment inge
posted a low average among top communicators (mean = 8.3 where 10,0

Factor Loadings

age), the index is reliable (Cronbach’s alpha = .81). Internal technician role en:
ment is not correlated with overall Excellence (r = .04, p > .05). ' ; T i
Because of the poor reliability of the senior adviser index, the high corr e il il e =
tion between manager and senior adviser indexes, and the high correlatinﬁl enior counsel to top decision makers 58
tween media relations and internal rechnician indexes, factor analysis was ; (e responsibility for PR program success/failure 84
ducted on items measuring the manager and senior adviser enactment ite e -aCC(-mmabl-e B .
one setand the media relations and internal technician items as another set, Th me;nécamn Etchqr clle'mm;ps. bl :2
plrincipal components method was used to extract the factors, and factors with F;te;y Zr;gzﬁc: :f e?:fts anlsfiwz?;gs a2
eigenvalues greater than 1.0 were rotated to a varimax solution. The results, Sk dpertunicics for-managenant o hear publlos i &
96

displayed in Table 6.7. It turns out that the manager/senior adviser distinctiog
does not help to illuminate the underlying structure of the manager rol |
deed, seven of the eight items loaded heavily on the first factor. This parall

make PR policy but provide suggestions

Factor Loadings

the manager role as first inductively generated through factor analysis (Broo : Media Relations it
1982; Bro i : i : i ist
: om & Dozier, 1986; Dozier, 1983: Dozier & Broom, 1995), consis ponents of Technician Role Expertise Specialist (F1) Technician (F2)
of items first developed by Broom to measure the expert prescriber, commy
cation facilitator, and problem-solving process facilitator. Factor 2 is not int e iﬁmcmf mCdﬁidmwmgc h 1 .
At . . my sty : B A I o :
pretable, consisting of a single item that does not belong with the other measures f-m}tpm;j R fo TG 81 5
“Although I don’t make communicati licy decisi i isi L i e ey I 5
; : unication policy decisions, I provide decision mak: responsible for placing news releases 64 A8
ers with suggestions, recommendations, and plans.” E
Factor analysis of the combined media relations and internal technician. : S e i »
I . S roduce brochures, pamphlets, and other materials 25 79
isplayed in Table 6.7. After using the principal com the one who writes communication marerials 38 g7
nent method to extract the factors and then rotating those with eigenvalu edit for grammar and spelling the writing of others 39 64

greater than 1.0 to a varimax solution, the original delinearion of the media rels
tions and internal technician roles were replicated. That is, media relations ang
internal tt:chnician seem to be empirically and conceptually distinct. However
three of the four media relations items were heavily cross-loaded with the imer1
nal technician facror, By the same token, three of the four internal rechnician
items were heavily cross-loaded with the media relations factor.

Because one purpose of scale construction and factor analysis is parsimony,

ote. Principal components extraction with all factors with eigenvalues greater than 1.0 ro-
to the varimax solution displayed herein. Factor analysis was conducted separately on the
anager/senior adviser items and on the media relations/technician items.

untable) for the success or failure of public relations programs. Bur the role
also involves facilitating communication between publics and the dominant
coalition, as well as facilitating problem solving. Of the nine items, the top
eight items in Table 6.8 were used to create a manager role enactment index.
The item with the lowest factor loading on Factor 1 (“T use my journalistic
skills to figure out what the media will consider interesting about our organi-
zation”) was deleted from the new manager enactment index because it re-
duced the index’s reliability and because it was heavily cross-loaded with Fac-
tor 2. The manager enactment index from factor analysis subsumed both the
old manager and senior adviser items, but it deletes the problematic item: “Al-
though I don’t make communication policy decisions, I provide decision mak-
erewith snoeestions. recommendations. and nlans.” The reliahilitv of the new

the 16-item role enactment set was subjected to factor analysis as one gt
Again, the principal component method was used to extract the factors, ang
those with eigenvalues greater than 1.0 were rotated to a varimax solution,
The results are displayed in Table 6.8. Nine items loaded most heavily on Fac
tor 1, which can be interpreted as the manager factor. Unlike the original man-
ager factor operationalized deductively, this factor was generated inductivel
from patterns in the data provided by top communicators when they de.
scribed their work. This empirically derived role enactment includes making
communication policy decisions and taking responsibility (and being held ac. .



TABLE 6.3

Factor Analysis of Manager and Technicizn Role Enactrment

by the Top Communicator in the Department

B R TR T Y L3Y

. Manager role enactment by the top communicator is highly correlated with
departmental expertise to do so (enact the manager role), as well as the exper-
tise to use the two-way models. According to top communicaters, such man-

ager role enactment is positively and significantly correlated with the value

Factor Loadings :
. : and support that the dominant coalition gives the communication depart-
Components of Manager Role Expertise Manager (F1)  Techmician (F2) ment, the contribution public relations makes to strategic planning, and the
I am senior counsel to top decision makers 87 expectations of the dominant coalition that the communication department
I make communication policy decisions 83 use the rtwo-way models (both symmetrical and asymmetrical). Manager role
Others hold me accounrable for PR program .83 enactment is also correlated with management support for women employees
I take responsibility for PR program success/failure 82 and employee’s perception that the organization’s culture is participative.
I'm considered the expert at solving PR problems -80 :
: e :  Based on the CEO data, manager role enactment by the top communicator
I keep others informed of media coverage .69 : : :
I create opportunities for management to hear publics s - wasnotnearly so strongly linked to excellence, These lower correlations proba-
I represent my organization at events and meetings 61 bly resulted in part because the variables of the Excellence index taken from the
I use my journalistic skills to find newsworthy material® 60 58 CEO questionnaire did not correlate so highly with variables taken from the PR
I am responsible for placing news releases .84 *
I am the one who writes communication materials 83
I produce brochures, pamphlets, and other marerials 27 TABLE 6.9
I de photos and graphics for PR marerials 72 Correlation of Manager anid Technician Role Bnactment
I edir for grammar and spelling the writing of others 71 of the Top Communicator in the Department With
1 maintain media contacts for my organization 38 69 Other Characteristics of Bxcellence
I don’t make PR policy but provide suggestions® .50 5
Cronbach’s Alpha 91 87 T Manager Role Technician Rele
Oher Characteristics of Excellence Enactment Enactment
Note. Principal components extraction with all factors with eigenvalues greater than 1.0 -
- 2 . 5 ¢ sy a TR
tated to the varimax solution displayed herein. All 16 role enactment items included in the analysis fisé to Enact Manager Role 23 04
*Not included in scales or in computing reliability, because of improved reliability by deleting st to Use Two-Way Symmetrical Model* 48** A5
itermn. ‘Epemse to Use Two-Way Asymmetrical Model* 3% 07
Wlie Dominant Coalition Places on PR 42%* 0%
- . . . . I3 i i iti i # a s ~Te
index is .91. The new index is highly correlated with overall Excellence (r= B o Coliton Grves o Ry 533 i
SF h d x ; ! i Contribution to Strategic Planning?® 4% 08
47, p < .01), after the manager and senior adviser enactment measures were ager Role Enactment by PR Head® L g
removed. Diminant Coalition Expects Two-Way Symmetrical Model Used® B52¥ -0z
Sevenitems loaded heavily on Factor 2, which can be interpreted as the tech- Dominant Coalition Expects Two-Way Asymmetrical Model Used? 28** 01
nician factor. This factor subsumes the measures of media relztions and internal. jprort for Women Employees® ] i =
e : : ; : port Domi ition Gi A1 -.03
technician. It does not include the item heavily cross-loaded with Factor 1 (7] i e Cotliion Gven Pr:
i e sl q bt i3 vl ) - Jioe Deminant Coalition Places on PR 03 —.05
use my journa istic skills to gure out what the media will consider interesting igorance of Knowledge/ Communication With Outside Groups® e 08
about our organization”), but it does include the problematic item from the. Dominan: Coalition Expects Two-Way Asymmetrical Model Used® 5* —.04
original senior adviser index (“Although T don’t make communication policy. ninen: Coalition Expects Two-Way Symmetrical Model Used® 05 ~12*
. . . . . . F b I i, Ph —_ e
decisions, I provide decision makers with suggestions, recommendations, and g Pminan: Coalition Expects PR Head to Enact Manager Role . A1 16
g R i : ; iti P i iser R .09 —11%
plans”). When reliability of the technician enactment index was computed, de- - . Fipects ¥R Head i Hinder fenar Advicer Rolt % -
letion of el ) s d thevcliabifics o £ ! M Conmibution to Strategic Planning® 12 Y
etion of this a‘.Et{.?I' ltem improved the reliability of the technician enactment in ; Priipative Organizational Culrure® 10* _ol
dex. The top six items for Factor 2 were used to compute the final index, which ril Excellence Score (manager/senior adviser enactment items
has a reliability coefficient of .87. The technician enactment index is not corre- - moved) A7 -0l

lared with overall Excellence (r=-01,p> .05, -
Table 6.9 displays the relationship between manager role enactment, tech

nician role enactment, and the other characteristics of excellence. Note tha

these are the new indexes derived from a single factor analysis of 21l 16 items

ffs.

From PR head (top communicator) questionnaire. *From CEO questionnaire. “From employee question-
filre (data aggregated for all employees surveyed in the organization).
p<.05 for zerg-order Pearson correlation coefficients. **p < .01 for zerc-order Pearson correlation coeffi-
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rganizations. Second, manager role enactment by the top communicator is
itively and significantly correlated with overall communication Excellence,
well as with most of the characteristics that make up the Excellence factor.

d, actual manager role enactment is dependent on the expertise—either
rsonal or elsewhere within the department—to enact that role. F ourth,
yhereas communication departments must have high levels of managerial and
chnical expertise to become truly excellent, top communicators build excel-
nt departments only by enacting the manager role predominantly. Fifth, ex-
llent top communicators are activists who enact higher-than-average levels of
fh':the manager and technician roles; however, it is manager role enactment
at counts toward excellence. The only positive relationship between techni-
i role enactment and the 21 characteristics of excellence is its relationship to
ager role enactment,

head questionnaires as with other CEO variables—a trend discussed in ch
3 and reported in several chapters of this book. Variables whose measures ca
from different respondents did not correlate so highly as variables whose me
ures came from the same respondents. ]

manager role enactment (r = .11, p < .05). However, the value of communi
tion to the dominant coalition is not related to the level of manager role enact
ment of top communicators (r = .03, p>.05). The expectations of the dominant:
coalition that the two-way asymmetrical model be used are positively and s
nificantly correlated to manager role enactment (r = .15, p < .01); howevyer
significant correlation was detected for dominant coalition expectations foru
of the two-way symmetrical model and manager role enactment (r = .05
.05). Manager role enactment by the top communicator is positively and signif
cantly correlated with expectations of the dominant coalition that the top co

I ékpeczations of the Dominant Coalition

¢ CEQ questionnaire, participants were asked to use the fractionation scale
dicate “how well each of the following items describes the work that you
nk the head of the public relations or communication department should do.” Be-
se the CEO is the most powerful member of the organization’s dominant
oalition, these items reflect strong role sent expectations of the dominant coali-
n. The item set consisted of 16 measures adapred directly from the set of
ems measuring actual role enactment by top communicators, Whereas role
nactment measures completed by top communicators reflect the degree to
hich items reflect the communi cators’ actual work, role expectation measures
eflect what a powerful member of the dominant coalition thinks the organiza-
on's top communicator should be doing.
. Table 6.10 provides a breakdown of manager and senior adviser role expecta-
ns as originally conceptualized. All four measures of manager role expecta-
ons posted above-average means. The item with the highest expectation was
that the top communicator should serve as the organization’s expert in solving
public relations problems. This item was followed by the expectation that the
top communicator take responsibility for the success or failure of the public re-
lations program, that he or she should be held acco untable by others in lfhc or-
ganjzaﬁon (for the communication programs), and thar the top communicator
should make: communication policy decisions. As expected, manager role ex-
pectations were positively and significantly correlated with overall Excellence (r
=34, p <.01), even after manager role expectation items were removed from
the Excellence scale. However, the reliability of the manager role expectation
ndex was low (Cronbach’s alpha = .61), meaning that the items making up the
manager role expectation index did not covary consistently with each other,
erhaps indicating that the separate items measured something other than a sin-
le, unified construct.

and public relations’ contribution ro strategic planning (r = .12 p < .05).

Technician role enactment by top communicators, on the other hand, is gen
erally unrelated to characteristics of excellence, The correlation between tech
nician role enactment and those characteristics are displayed in Table 6.9. Th
strongest correlation is between technician and manager role enactment (r:
-29, p <.01). The only other positive relationship between technician role enact
ment and excellence is a significant, positive correlation between the value
dominant coalition places on the communication function and technician rol
enactment (v = .10, p < .05). However, this relationship disappears when the
fluence of manager role enactment is controlled (partial r =—.02, p> .05). CEOs
generally report negative relationships between technician role enactment by
their top communicators and characteristics of excellence. Overall, there isno

journalistic skills to figure out what the media will find interesting about th
organizations (see the cross-loading in Table 6.8.). However, the basic man:
ager—technician distinction remains a fundamentally reliable and powerful the:
oretical and empirical distinction to describe and explain what practitioners do



TABLE &.11 -
Media Relations Specialist and Internal Technician Role Expectations
of the Dominant Coalition as Reported by the CEO

Manager Role g L
Xpectations (T, ,
= (Top Fammunicator shoyly ) i Raw Transformed
€ the organizatipn’s e . Mgt i 1 :
¥ < ns Expectations (Top communicator should . . ) Means Means
take r sponsibility for sui?: !l:fs.‘:pjvmg PR problems i £
be held accountable for suc;:ssj?l‘lre e ER B lljj g rmed of media COvERER 10 Heb
make Communication policy deq:]lhlre BREK Program 154 ; i skills to find newsworthy material 136.9 11.2
Mea ons . fs e
LI R s
relation Wi . 2 »
Cronbach’s Alph, V1 Overall Excellence 15 i 132.2 10.7
Correlation With Overall Excellence +.11%
Emor Adviser Role Expectations (Top communicator mrelation With Excellence (manager expectations controlled) +.01
be senio il ’s Alpha 65
not kr counsel to top decision makers i
i make PR policy bye Provide suggestiong 182.7 i nician Expectations (Top communicator should . . .)
Create o s} i A
PPOrtunities for Management ro e 151.2 : = : e :
TePIesent organizarion 4¢ events and ar publics 1305 1. who writes communication materials 715 7.5
Mean Meetings - : faoth i
= ,Ome-_lanﬂn With Overal] Excell 1483 r. ures, p.a.mp S, an o. er materials 3.8 6.
ronbach’s Alpha : ence and graphics for PR marerials 42.7 48
62.5 8.6
n Correlation With Overall Excellence +.04
B4

ach’s Alpha

05 for zero-order Pearson correlation coefficient.

rin media contacts for their organizations and be responsible for placing
releases. The media relations role expectation index correlated positively
dsignificantly with overall Excellence (r=.11,p <.05). However, media rela-
ns role expectations are also positively correlated with manager role expecta-
ns(r=.25, p <.01). Once the influence of manager role expectations are con-
lled, the partial correlation between media relations role expectations and
all Excellence disappears (partial r = .01, p > .05). More problematic is the
eliability coefficient for the media relations role expectation index (Cron-
salpha = .65), which again indicates that the index does not measure a sin-
nified construct reliably.
egarding internal technician role expectations of top communicators, all four
s posted lower-than-average means. With a transformed mean of 7.5 (where
) is average), the CEOs’ highest internal technician expectation was that top
municators should be the ones who write communication materials, fol-
wed by editing for grammar and spelling the writing of others in the organiza-
tion; producing brochures, pamphlets, and other materials; and doing photos and
aphics for public relations materials. The internal technician expectation index
Pn's_ted an insignificant correlation with overall Excellence (r=.04,p>.05). Of the
fonr measures of role expectations for top communicators, only the internal tech-
fan expectation is highly reliable for testing relations with other variables

positively and signj
ifi ;
senior adyiser mg;; ;anﬂY v.wth overall Excellence F=d6ae :
with the mango {pectations were femoved from ¢h e affe
Dager role expectation i, dex. How e Excellence scale,
¢

was low (C ; ver, th ity i
i S foachis alpha = A45), ﬁldicating that the in?izilgfémy i
5 NOt meagyy

h.
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(Cronbach’s alpha = 84). As origi i
! : .84), riginally operationaliz d i 2
Senior adviser, and media relations & i S e

TABLE 6.12

Exploratory Factor Analysis of the Role Expectations
of the Dominant Coalition as Reported by the CEO

cian Expectations (TEC)

TEC

MGR

MRS SMM  REP

communicator should . . .

oduce brochures, pamphlets, and other materials
¢ one who writes communication materials
hatos and graphics for PR materials

edit for grammar and spelling the writing of others
Cronbach’s Alpha = .84

tated to a varimax solution.

86
.84
77
F2

The rotated factor

‘Manager Expectations (MGR)

TEC MGR MRS SMM REP

p communicator should . . .

(see Factor 1 in Table 6.12).

For CEOs, media relations it

m'camrs (see Table 6.1 1). Media relations expectations of CEQg
3 in Table 6.12. Media relations expectations include the item: “

she should not make policy decisions, he or she should provide decision make

with suggestions, recommendations, and plans.” The
are consistent with the media relations expectari

other three EXpectatio
esentative Expectations (REP)

held accountable for success/ failure of PR program .82
(reate opportunities for management to hear publics 77
nake communication policy decisions .75 20
senior counsel to top decision makers 72 .44
Cronbach’s Alpha = .50
Relations Expectations (MRS) TEC MGR MRS SMM REP
ommunicator should . . .
se journalistic skills to find newsworthy material .24 .78
tain media contacts for the organization 41 70
¢p others informed of media coverage .49 .65
tmake PR policy but provide suggestions .61 —-36
Cronbach’s Alpha = .73
or Media Manager Expectations (SMM) TEC MGR MRS SMM REP
‘communicator should . . .
¢ responsibility for success/failure of PR program 29 .90
‘the organization’s expert in solving PR problems 72 .59
be responsible for placing news releases 52 -.28 .69
Cronbach’s Alpha = .69
TEC MGR MRS SMM REP

: : Ons as origi '
ized and operationalized iiion: "

Factor 4 in Table 6.12 re ap communicator should | , .

Iepresent organization at events and meetings

a1

t}_lar haveno equivalency when role €nactment is m
ncators. This role expectation can be interpreted a
€xpectations, According to these e

easured among top commy
§ senior media manager o

take responsibility f ~Xpectations, senior media managers shoul
ponsibility for the Organization’s communication or public relatigns

pl OgTﬂmS. BSCEIUSE Oi IIIS or IICI CXPEIIEIICE alld tI‘c‘tlI].lllg, Drhels Sh-o uId COHSIdE]

i s in this role shoyld]

nnaire were included in the analysis.

relations problems, At the same time, tOp communicator

ofe, Principal components extraction with all facrors with eigenvalues greater than 1,0 ro-
tated to the varimax solution displayed herein. All 16 role expectation items from the CEO ques-
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rBSEOnsmIe for placing news releases. This ite PARLE & 43

technici ‘At 3 5 ) . 2y

2 lc. o ‘ﬁXPECLal’IOIns factor but not the me ' : Lt : Correlation of Manager and Technician Role Expectations

actor is difficult to mterpret without addit i ik : of the Dominant Coalition With Other Characteristics of Excellence

Seems to be one of a senior communicator runnj : y . - —

along rradirional Iines: Pubh‘c I‘e]ations i ] : y : 1;n:ilger Tec;::cmn

] : ole £
Progfams managed by top Commumcat brblecL o 3173
based Programs. Factor 5 consists of a si i . i Characteristics of Excellence Expectations Expectations
communicator should represent ’ '
The five fa ctorsin dicatE 4 mz E;.e & to Enact Manager Role J13* —.16**
5 Teira 1o Use Two-Way Symmetrical Model® Faly B — 17
CEOs, when compared with the actual r i :: ::2 U:: Two-Wai Aj;ymmerrical Model® kg —11*
Among CEOs, both manager and techn Dominant Coalition Places on PR® 23%% .05
and short on detail, Among top commu port Dominant Coalition Gives to PR? 22T -.03
- ) J; 5 . . - - 14* ; 1
€nactments are expansive and detailed Desnite sk i 1] ontribution to Strategic Plammg’ ; 0
dicates th ) p , : ager Role Enactment by PR Head 12 .04

1cates that the facror analysis yields religble ind : e iteer Nole Boactment by PR Head® s i
dian role expectations; although the item set js : ominant Coalition Expects Two-Way Symmetrical Model Used® 07 .02
Operationalize role €nactment AMOng top communicators Th ominant Coalition Expects Two-Way Asymmetrical Model Used® .06 -.05
role €Xpectation index, a5 derived from the fac port for Women Employees® : .09 -.07

2 2 . . - *k i
bach’s alpha = 80); the technician index o Dﬂ,mmané Cz_a_hm;!cwes mp;},} ':;* _;T
At e (Cronbach’s a]p ha = 84) o Dﬂmlﬂ;‘;; Oi‘i :11;11; CﬂCC:nO“_ ation With Qutside Groups® .44** -DI

] r X rtance o owledge/ Lommunic - :

: Table 6.13 dlsplays the correlation co efﬁcients be tween manager and tec Dominant Coalition Expects Two-Way Asymmetrical Model Used® 29% 04
nan role expectations of CEOs and the various characteristics of ¢ ot non Bepests Dwo Way Symmetrical Model Used® e o
cation Excellence, Mana ] : Ommunj Conrribution to Strategic Planning® _30%* —01

il S &€ role expecrations (as reported by the CEOs) ar afive Ormanizational Culturet 1 —o7
Positively and mgmﬁcantl}’ correlated with the communication deparrment . vr:raaﬁ Excelleiie Score (manager/senior adviser enactment items
€xpertise (as reported by top tommunicators) to enact the manager role 3 moyed g s
i
use the two-way models of public relations, The CEO’s manager ro] - o b :
i gerrole expe From PR head (top-communicator) questionnaire. “From CEO questionnaire. “From em-

byee questionnaire (data aggregated for all employees surveyed in the organization; avg. N = 12).
1< .05 for zero-order Pearson correlation coefficients. **p < .01 for zero-order Pearson correla-

on coefficients.

more frequently. _ e .
tting through to top communicators. There is no significant correlation be-

een CEOs’ reports of high manager role expectations and what their top
mmiunicators say the dominant coalition wants with regard to using the two-
ay models, both symmetrical (r = .07, p > .05) and asymmetrical (r = .06, p >
val R ; . Whereas ex ectations are clear in the minds of CEOs responding to the
ThS:e I; i;idc%no‘;olzl;‘;?dizl?;;y ‘;:n&t f}(l:-mmant coalition (r = 3¢, < 01) mr'}vey, those sarni expectations are not so (.:]eaﬂy understood by top communi-
Symmetrical (¢ = 29 5 < e e‘two-ny models to be used, both ators who must implement those expectations. Overall, manager role expecta-
' P =) and asymmerrical (r = 4, P < .01). They report ns of CEOs are positively and significantly correlated with overall Excellence
44, p <.01), even after manager and senior adviser items (as originally de-
ted) were removed from the Excellence scale.
On the other hand, technician role expectations of top communicators by
heit CEOs indicate no significant, positive correlations with the characteris-
of communication Excellence. The only significant relationships are nega-

Hl;gh CEO expectatrior?s of manager role chactment are tightly linked 1o
number of important indicators of tommunication Excellence. |f CEOs think

munication with ontside STOUps (r = .44, p < 01)

o] W’imrf:ag CEOS who report high manager role EXpectations say they w;
CIF communicators to use the two-way models, apparently the mes
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I
act the manager It
ulray Symmetrical modef y
e (r:-.ll, <.05 Y
n role expectations of the CEO arfd sup;iloft]?geﬂc

is alsp negative.

—17,p<.01) and th
’_ a. e tWO-Wa}r as};—mm Etrllc
almo : : :
g f gender on public relations practice have devoted a great deal of atten-

 the roles of men and women in the field. The literature suggests that men

p > .05).

Five conclusions can be drawn from the
EXpectations of the dominant coalition (as r
1stics of excellence, First

fragmented manner. Asa

n correlates positively with the managerial role. In this section, we look
re directly at the roles of male and female top communicators in our sample.
6.14 compares the means for men and women on all of the original roles
esas well as the new scales that we created after factor analyzing the original
ems.
hat table shows, first, that our top communicators—regardless of their gen-
consistently had higher scores for enacting the manager role in compari-
nwith the technician role. Our CEOs also consistently preferred that both
nd female top communicators be managers more than technicians. T
ts show that all of these comparisons are significantly different at the .01

r.;_glf‘Expertise, however, is relatively equal for most of the roles for depart-

1

s headed by both men and women. Unfortunately for excellence in public
ions, the critical knowledge for strategic management is the lowest of the
sof expertise for both men and women. The greatest expertise, in contrast,

r administrative management and media relations.
able 6.14 shows that there is no significant difference in the extent to which

and female top communicators enact the manager role and in the extent to
CEOs expect the manager role for their top communicator. This is true for
the original scales and the new scales developed from factor analysis. On the
er hand, female top communicators are significantly more likely than males to
enact the technician role on both sets of measures. CEOs also are signifi-
ty more likely to expect their female top communicators to enact both a tech-
nidan and manager role than they are to expect male top communicators to enact
tdual role. Expertise was almost identical for all roles in departments headed

com i
= E111:.1.71ruclgs-ttors. Generally, CEOs post higher-than
10 . . +
i t?s or ;};}flr top communicators and lower-than
ons. Third, hj
e EXCEHE}} Eégi'lfg]EO manager role expectations are associated
: € Organization’ icati
e b Palae . § communicatje W
o mmunication’s contribution o Strategic plannj o
% o public relations, and manager role enactmp m e
atis, manager ro] '
_ ; € expectations are ¢]
u
tions of excellence among CEQs i
Fourth, CEQg’ technicia

lue and suppo
ent by top communicar,
d together with other expe&

) Fifth, lower levels of departmenta] e
either of the tWo-way models of
\;]rith higher levels of technician roizu
;1 : :et z];i i; Erﬁtssh—pull rel.ationship, replicated over ¢
HAICALOTS consistent with their
these techniciang lack the CXPErtise to enac

alition’s role e i
Xpectations focus o ;
i n what its ; -
time that : Communicators :
a1 environmental crisis or maior ; can do—urt] such ly to play dual manager—technician roles than are men—even in organiza-
15 with excellent public relations departments. As our literature review

change in th
€ communication d
Cpartment.
cluded, these data also suggest that women may have less opportunity
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ganizations to respond to a schedule of open-end probes abour public rela-
their organizarions. In this way, we were able to take the cross-sectional

TABLE 6,14
from the quantitative survey and supplement it with organizational histories

Compari
parison of the Roles of Male and Female Top Communj
nicators

Male PR 4,
Role Enacted —-———-___._fds Female PR Heqds
Transformed Mea 5 :
Manager ' ot ss occurring over time, rather than as a fixed attribute of organizations.
Senior Adviscr 11.87 11.65 5
Technician e 9.92
Media Relations G55 7.56 nager Role Competencies in the Department
gombllned Management Facor “9';? 9,56 s 2
ombined Technician Factor ?‘4§ 11.25 retically, one should not be surprised to discover that departmental exper-
= L ; i A2 o : . i ! =5 :
Role Expectation of CEO e £ .enlaCt the r'nan'ager role is the single best indicator of communication Bx
\ : ence in organizations. After all, manager role enactment by the top commu-
;’Tar?ag” i — or is predicated on the knowledge base to do so. High manager role
Enio i . B 5 oiih .
Tech;i;fjwse’ 1124 1117 I ctations of the dominant coalition cannot translate into excellent commu-
n ; 11.54 1 ; 2 ;
Media Relations 5.94 e flon programs w1Fhout the Lnowled'ge l:)ase to d? so. As the CEQ of a major
New Management Factor 10.27 o mjcal-_ma.nufacmrmg company put it: If T hadn’t had a couple of ralented
11.46 11.30 0 ommunication managers, [ couldn’thave done anything. You can’t make a silk
; out of a sow’s ear.”

, aa
New Technician Facror
5.94

Role Expertise
e e
. g 10- T -~ . -
;{;Ch_m_m“ 3 :: ence scale. At the time of the survey, the communication program was under
m : 2 =1 = H . - & - .
sl—rar;;?r&mc Management Factor 11.47 £89 direction of someone with no communication or public relations experi-
ana ] e = = . . 3 -
Internal chhngfzf; 3 l:actor 7.74 1 ;07; ¢and training. A turning point for this arts organization, we learned in our
actor - i .y s :s :
Media Relations Facror .04 038 i r7iews, was the hiring of a new CEO. Located in a politically and socially
11.46 10.91 i servative state, the new CEO wanted an innovative approach to communi-
= ation and public relations. The state legislature provided major funding for the

program, but most legislarors (and perhaps their constituents as well) gen-
erally disapproved of lifestyles and values associated with the creative or artistic
ommunities. A new public relations director was hired, bringing a set of so-
histicated manager role skills to the department and the organization. Using
arch, the new top communicator—in conjunction with other top manag-
emonstrated that young people at risk of delinquency could find more so-
ally constructive avenues for their energies through the arts. Funding for the
ris was recast as a delinquency prevention strategy. The state legislature gave
i¢ arts organization its full budget request (a first), plus additional funding to
fier document teen participation in the arts. None of these changes would
ve-occurred without the expertise to enact the manager role.
‘Manager role expertise is most usefully conceprualized as an atrribute of a
partment, rather than an individual attribute (e.g., the top communicator).
urthermore, the manager—technician dichotomy plays a useful role as a data-
alytic strategy; but our qualitative research indicates a powerful synergism
hen managerial and technical expertise are seen as complementary, such that
whole is greater than the sum of parts. For example, a blood bank on the
est Coast of the United States was selected for case study because of its high




Excellence score on the quantitative portion of the study. Durin

g the longis
views, it became apparent that the public relatiogs :

dEay . . - . a1 v as
'”Eh dﬁparﬁnf“.l‘lt t.h.at meets t]:1ElI Strat&g'lc OblECr_“-' es, She Sald th&t IDIE a
CLOT llad eIl]EI‘g ;

. . . hen
(immunication manager. “You've got to be adding value in their .cye.?. "I;u_ng
. éet a place at the table. You've got to start thinking in strategic plan
ferms:

") i i i ager role
end to make things look better”) is an nnportant.atmbute‘of_ man igt;h e
tment, The top communicator for a state hospital 35305133011“‘5’ ek
! . . . . = ne
gyerall Excellence scores put this managerial orientation succinctly:

yalch

media relarions campaign, this blood bank wasa
hold the drop in blood donations to about 3%, Ar the same time, other i

the West Coast experienced 15% to 25% drops in donations. By responding
this crisis through traditional public relations expertise, the top communicaty;
was able to hire a younger assistant with strong research and planning
These two communicators reported working together to provide the exp
ical—that the dominant coaljg i

1 man-
ominant coalition expectations of manager role enactment, aaitua i
i tmental exp
; mmunicator, and the depar :
ole enactment by the top co 1k R
i tioned earlier,
tate hospital association men rlier
ctthe manager role. The s : . sl
mr iti oach to public relations and org )
le, followed a traditional appr ‘ ‘ -
iﬂmngmﬁcation in the 1970s and 1980s. The main function of. the co e
; department was to publish the association newsletter. As mcr]ieas; o
I i i i ing turmoil, the
n ht hospitals into increasing
and managed care broug S e
yspi iati ized he needed to make some changes: .
ospital association realize he C : v
ignihanged I realized the importance of communication l\mth tg Spmking
mls:féd on hiring new people with strong skills, both in writing and sp
‘in management.” . e
11Ic’ll'"hé CEQ if a major American metal manufacturer did not need' a :.I'IS i
; ici ing his communication de-
v —not technicians—running
w he wanted managers e e s
: tion’s low score
1 igi ted because of the organiza
rtment. Originally selec ! ! 2
ellence scale in the 1990-1991 survey, the interviewer for the Ii}; pitin
sudy was initially perplexed when she discovered through case s y -
i mmunication pro-
tw}; that the manufacturer appeared to have an excellent co : Elctransfgm
m. Two events had occurred between 1990 and 1994 to radic Yl e
- Igamz i board and CEO was replac
organizati i chairman of the boar :
. ation. First, the ; iy
ew executive. This executive had once been in charge of cox?orat; C?O e
on during his climb up the corporate ladder. At the same time, t ed i 7l
icator who had completed the questionnaire in 1990 had retire E.LS -
tson now headed the communication department; the interaction w a;/ager
: . o
tic. The new top communicator (a vice president) played a strong i
! .
Ie because of the importance the CEO placed on Eommunicatio in
iy , -
esident for corporate communication described the C E_O asa }glr o
cator” who speaks “with conviction” about corporate images tha
0

vided by the company and her own work experience.
that a mentoring relationship with a senjor member of the dominant colj
had helped her build her manager role expertise, :

As a result of her €Xpertise and mentoring, the to
nized that she needed 1o partici i
nization'’s relationships in a proacti
relations has had in the past,”

“is that they are the people that you bring in on the taj] end to make things log
better, or polish over something that’s not quite right.” Instead, the top con

municator took it upon herself ro be the “eyes and ears” of the organizatip
description of her role confirmed in a separate i

This expertise allowed her to carve out a
problems, sometimes nipping them in the
sues. “Top management comes to accept yi

role as a manager who helps soly
bud so that they never become
ou when they see work coming ot
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;L;ZstanFive reality of the organization’s actual re] -
: ressjmg" an.industry conference of heayy-
EO said: “An image should be a reflection of r

the current top communicator]. That would take some effort. Others have

d failed. But we wouldn’t change our perspective.”

will doitforushandtﬁar;;n MMARY AND CONCLUSIONS

e Western United Sréfz results of the Excellence study solicll.ylsupport our propo.sition that th.e dis-
on between the manager and technician role for the senior communicator
ublic relations department is a core factor distinguishing excellent from
cellent departments. However, the results also show the vital supporting
¢ of technical expertise to the management role. More than any other vari-
the role of communicagiii e }i’é:avaﬂabiliry of knowledge to perform a managerial role distinguishes
were large] : it : i c‘ellent. departrnems_ﬁ-om less ft-xce]lent ones. Excellent departments also have
gher levels of technical expertise than do less excellent departments. Never-
, technical expertise has value only when it is accompanied by manage-
rise. Public relations managers are most effective when they also
ssess technical expertise or have it available to them—especially technical
nowledge in media relations. Expert technicians who have litle managerial
se or who are not supervised by expert managers have little value to the
nization.
ur data also revealed more than one kind of managerial expertise. Public
tions departments can possess strategic managerial expertise, administrative
gerial expertise, or both. We found that excellent departments possess
both kinds of expertise. In chapter 5, we showed that strategic IAanagers are
jost essential to the functioning of an excellent public relations department,
chapter established, in addition, that public relations departments need
alministrative as well as strategic expertise. Like technical expertise, however,
ministrative expertise has little value without accompanying knowledge of
0 practice strategic public relations. At the same time, our data show that
unication departments possess less strategic knowledge than knowledge
ded to practice any of the other roles.
The managerial role is equally important for public relations when the per-
ective of the dominant coalition is taken into account, Although CEOs view
ic relations roles in a more splintered and confusing way than do top com-
icators, the CEOs of organizations with excellent public relations depart-
ts expect their top communicators to be managers. The greater importance
signed to communication with outside groups by the dominant coalition, in
dition, the stronger its expectation will be that the top communicator should
manager rather than a technician.
EOs also expect top communicators to be expert in media relations—more
d to replace his current 10p commit . gly than do top communicators. In addition, our results suggested that
(EOs often hire top communicators because of their technical expertise but
nlearn that technical expertise is insufficient when a crisis or major internal

originally selected for 5 case study because ofjts
lence scale. Since the 1990-199; survey, howeye
lottery organization (a hybrid public-private ent

the government throu g
B gh gambling) had ¢k !
alition came g new set ofpercepfénsaabt;jtnged. With the new dominan

The AIDS crigi
o Ccrms at the blood bank described earlier is a case in point. A tr
Dm . . . : a
o i o mumczftor', hired for her Journalistic and media relations exp
Cati::, dp € Organization avert 5 disaster. As a consequence, the mmxp"
T depar i o bulfil
Partment had won enough power in the Organization tg b-uﬂuhipu?J

man i i
canagement role expertise. This EXpertise, in turn provided th
tion department the capacity to enacr the , :
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