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9 Enacting the role

Introduction

This chapter discusses how public relations leaders behave. It links to Chapter 5
which touched on the subject of roles, which will be developed more here. It al.so
leads on from Chapter 3 on leadership. Our belief is that l_)e_h'awours, along w1t‘h
skills and knowledge lie at the heart of professional credibility. Indged, therf: is
an argument that behaviours are even more important tban knowledge and sklﬁls.
We know quite senior leaders whose knowledge and Skll!S appear f laky, but they
certainly know how to behave and what langugge to use in senior circles. o

Understanding the contribution public relations can make to the orgamsatl(?ﬁ,
an ability to plan and make strategic interventions based on knowledge and ski ic
and having the requisite repertoire of behaviours are the three cornerstones O
this book. The importance of behaviours cannot be overstated. Our phrase 1S
‘enacting the role’.

The chapter covers three areas:

«  Organisational roles: how they are defined and the_roles of seniqr public
relations leaders; why these leaders are not as senior as they th}nk the-y
should be; what chief executive officers (CEOs) want from their public
relations leaders; how respect is gained

«  Knowledge and skills: the basic toolkit ' o
«  Behaviours: why they are important and the behavioural priorities

The roles people play

As mentioned in Chapter 5, roles are determined by the organisation; by _what senior
managers perceive they should be and the value they .place on them. U’ltlmatcly it is
the CEO and the board to determine who will be in the ‘top team andlthere is
ample evidence that other ‘C suite’ executives take their cue from Fhe CEO. .
Kim Harrison? cites four factors that affect the roles public relations leaders play:

+  ‘people’ factor: the personal credibility and standing of professionals with
senior management (more on this later);




top management understunding and expectations of public relations (more
on how this can be enhanced later);

organisational and industry context: where an organisation operates in the
fast-moving and highly competitive context, the value of public relations is
normally appreciated more;

the nature of the strategy-making process: public relations has to
demonstrate its essential contribution to developing strategy and
organisational outcomes, not just its ability to communicate strategy.

Turning to the individual, it would be a mistake to believe that successful public
relations practitioners have a typical background and career path: there are many
routes to the top.® It would also be a mistake to think that every professional has
the requisite capabilities to reach the top.* To be a public relations leader requires
a complex mix of knowledge, skills and abilities. These include personal
attributes and characteristics, including professional experience, gender,
personality and charisma, combined with the organisational factors mentioned
above.’ It is the amalgamation and enactment of these that leads to particular
behaviours by individuals. Acceptable behaviours at work are not purely
intuitive. Organisations have expectations about how individuals enact a
particular role. Competencies are the behavioural repertoires or sets of
behaviours that leaders are expected to perform so that the organisation can meet
its objectives.® They are how knowledge and skills are used and applied and how
personal attributes are enlisted to achieve the task.
While this chapter concentrates on behaviours, the book as a whole is about
leadership. So, without covering the ground that Chapter 3 already has, a number
of points have to be made to set the context for what follows:

Leaders communicate their values in behaviour and the outcomes of those
behaviours are crucially important.” They influence the culture of the
organisation and the attitudes and priorities of those they lead (see also
Chapter 8 on cthics).

In a national survey of US public relations professionals,® two related
positive leadership styles were found: transformational and inclusive.
Transformational leaders inspire followers through communication, and
inclusive leaders actively seek the participation of others. In combination
the styles positively affect the strategy and outcomes of public relations.
Characteristics of positive leaders include strong ethical orientation, vision,
communication, decision-making skills, empathy and concern for
organisational colleagues and other stakeholders.?

‘Leadership requires a steady hand, good insights, inspiring vision and a
superior understanding of the world >

With this in mind, it is appropriate to look at the roles senior communicators

undertake which have been uncovered through extensive research over the last
30 years.

‘The carlier rescarch,” drawing on the consulting litcrature, identificd twc
major roles for practitioners:

«  the communication technician: who does not make org.amsatlc‘mal de;:‘lslzns%
but carries out public relations programmes in line with the instruction
others; .

» the ciommunication manager: who counsels management, make
communication policy, and manages public relations programmes.

Within this manager category, there are threbel 'malrll :_yO;:less ;rfo:,(:; SThseiyglyoeg;
prescriber, who researches and defmes‘pu ic lrletla: 1aSSiStance of(,)thers' ops
programmes and implements them, sometlmf:§ with the B O Wiy
communication facilitator, who acts as a 11a1§on person, facilitating i
v ication between the organisation and its stakeholders: Thls person a
;:?nrtne‘;g]r?tl;r and mediator. The problem-sol\iing' process fac:lt;leit_)r, \;vr};z:lecgz
others in the organisation solve their comml}nlcatlon pro})lemg. is ;r)n rson 2ess
as a counsellor/adviser on the planning and 1mplementat10n o pr(l)gra.d nﬁf:led :
a role often fulfilled by specialist consulltanmes. Resez;l:;:h:é':saasso al Eigh_[evel
‘senior adviser’ role at the senior level: someone w .
cs(flllll:(s)ellor, constantly advising the CEO or (?hair of t'he bpard. }"hetyh:f;:lz ::, iv;:ﬂ:i
ranging remit, but are essentially charged with spotting 1ssues for

with whom they work and advising them on how to respond. -

Scandinavian researchers'? discovered three key roles for senio S;;bmt

relations executives. The first is as organisati?n.al leader who has responicaﬁoi;
with other senior managers for all strategic dec1.5101?s. Second, the cgrrfmuzs o
leader whose responsibility covers comr.numcatlor.l strategy an l?i:ti(;n -
finally, the communication manager whotls responsible for commun s

i he senior management group. o
° n/it E.ﬂz?::; :flidy of public relations r.oles13 points to four .ch?.rancstefliztclz:
which defines the contribution that professionals make to organisations.

iven in Table 9.1. .

are\%/l::kntigge?taken in the UK and US by l?anny Moss and colleagtlles“’olzzle:izc:
five elements to the communication/pubh_c relations manager ro <:.eriai s
undertaking high-level technical work, with the other four manag

being:

«  monitor and evaluator: describes the resPonsibilities that praf:tl(tjlonerts l::lvtes:

for organising, controlling and monitoring the work of their departm
i nd externally; . . .

. Z(e);h l;(t;lrcn; “Zv:d strategy yadviser:. concerns the relatlonith}:gu Sk::ntly(:;
practitioners should have with their senior ma'nagement a i .g
researchers found that this was more of an e?(Pectaflon tha'n a.rea 1 fy,‘ i

«  issues management expert: here the pract}tloners 'role is identifying
responding to external threats and interpreting them;
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Table 9.1 The four characteristics of European communication/public relations

REFLECTIVE

Analysing changing standards, values and
standpoints in society and discussing these
with members of the organisation in order
to adjust the standard, values/standpoint of

MANAGERIAL

Developing plans to communicate and
maintain relationships with public groups in
order to gain public trust and/or mutual
understanding. Concerned with commercial

the organisation accordingly. Concerned  and other (internal and external) public
with organisational standards, valuesand  groups and with public opinion as a whole,

views and aimed at the development of and is aimed at the execution of the
mission and organisational standards. organisation’s mission and strategies.
OPERATIONAL EDUCATIONAL

Preparing the means of communication for Helping all members of the organisation to
the organisation (and its members) in order become communicatively competent in

to help the organisation formulate its order to respond to societal demands.
communications. Concerned with services Concerned with the thinking and behaviour
and aimed at implementation of of organisational members and aimed at
communication plans developed by others. internal publics.

*  troubleshooting/problem solver: this relates to the practitioner reacting to and
dealing with internal and external challenges, threats and crises, and they are
recognised as the person nominated to do so. The difference between this and
issues management is that whereas the former is a predictive and advisory
role, this latter role is focused on the day-to-day operational.

The fact that there are so many articulations of the roles of senior public relations
practitioners indicates a challenge. Their roles are extremely broad and variable,
highly dependent on the specific contexts and difficult to describe. Given this, it
is hard to gain clarity on even the levels of skills and knowledge that are required
to underpin these roles, let alone describe the behaviours needed to enact them.

A good starting point, however, given the roles are defined by senior
managers and especially the CEOQ, is to look acts the expectations and they have.
This was alluded to briefly in Chapter 5, but is explored more thoroughly here.
There have been several studies”® on what CEOs require from their senior
practitioners. Drawing these together yields the following list:

* detailed knowledge of the business;

* detailed knowledge of the external environment;

* extensive internal networks and relationships;

* abroad and varied public relations background;

»  credibility with senior managers;

* ateam player;

* aneducator and coach;

» anindividual on top of the issues and able to advise on them;

 an ability to engage in multiple stakeholder relationships with a mature and
long-term perspective (authentic rather than purely transactional);
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»  astrong cthical base and personal integrity;

« an individual who will tell the CEO ‘how it is’ and provide honest feedback
from stakeholders;

+  good understanding of the brand and an ability to promote and defend it;

«  an ability to develop both business and public relations strategies.

Before moving on to what successful public relations leaders do in detail, it is
worth considering briefly two issues that constantly arise in discussions that we
have with senior practitioners. The first is why public relations is not valued as
much as it should be, and, second, how that can be rectified.

First the good news. There are a number of surveys'® asking where the
most senior public relations professional is located in the organisational
hierarchy, and although the figures provide inconsistent results, it is clear
that the trend is upward with more having board positions and about 50 per
cent of those surveyed now reporting to the CEO, chair or chief operating
officer. So what is preventing the other half of senior communicators
progressing to these heights? The problem is largely with public relations
people themselves and the solution is largely in their hands. While there is
still some prejudice against public relations as a discipline, most CEOs and
chairs interviewed in the studies indicated earlier do understand its
importance and wish to employ very senior and skilled practitioners. Their
problem is that they find it difficult to recruit individuals with the right
capabilities. The main issues are:

« alack of broad industry and general business knowledge which is required
in all board level directors, including legal, financial and strategic
understanding and capability;'"

« an inability or lack of experience in dealing with organisational politics and
power relations;'®

«  over-reliance on technical skills such as how to handle social media, run
complex events and liaise with stakeholders — financial directors rarely talk
about the technicalities of the balance sheet although they can do in detail
when required to;

+  gaps in knowledge in their own subject, for example being able to explain
the science of public relations rather than relying on experience;"

« gaps in general business capabilities such as leadership and coaching, an
ability to work at all levels and general networking skills;*

« alack of some personal attributes, for example self-insight, assertiveness, an
ability to make difficult decisions, confidence, flexibility and energy.?

It is apparent therefore that addressing these issues will begin to position senior
public relations professionals for higher level roles, but there are four other
factors that gain respect and organisational influence.

The first is excellent performance in the current role and that includes
technical proficicncy (see Chapter 12). Promotion is often based on personal



tredioniity ana senlor managers’ conlidence that a contribution can be made at &
higher level.

Second, it is vital to attach to the CEO’s agenda. CEQs appreciate problem
solvers and proactive managers who provide solutions to the issues they are
dealing with.

Third, board-level aspirants have to hone their influencing skills®? and use
them astutely. Taking opportunities to influence and potentially change senior
managers’ opinions of the role by demonstrating value and an ability to
contribute more widely is not just self-serving; it will be seen to benefit the
whole organisation. There is nothing unethical about being influential. Linked to
this point is that it is essential to learn the organisational language and
behaviours. Senior managers, like all other groups, have their own recurring
themes and vocabulary and ways of behaving; a familiarity with this ensures
there is no barrier into strategic conversations and Joining the group. A note of
caution here though — mirroring language and behaviours uncritically is
potentially dangerous. The public relations leader has to maintain something of
the ‘outsider’ to retain objectivity and to discharge their ethical guardian and
activist responsibilities (more on this in Chapter 11).

The fourth factor is to learn the skill of being a trusted adviser, an adept
internal consultant. David Nadler®® has written extensively on this from an
external adviser point of view, but there are many lessons for the internal adviser.
These include understanding what it is like to be a CEO in today’s challenging
environment, the importance of listening, the ability to synthesise information,
to summarise problems succinctly and provide viable options. This is solid
advice and has skills, knowledge and behaviour at its heart.

While it is quite legitimate for senior practitioners to aspire to be at the board
table, or a formal member of the decision-making elite — the dominant coalition
— it is not necessary to have this position to be of such importance.?* The senior
adviser role mentioned earlier is a powerful and influential position. The crucial
issues are ready access to the elite, credibility, assurance that the public relations
leader’s opinion counts and that the public relations contribution is championed
by an informed senior manager when decisions are made. A useful personal
exercise is for leaders to analyse who they spend time with, what the nature of
the interactions are and whether the agendas of senior people are being addressed
through these interactions.

Given that competencies or behavioural repertoires are knowledge and skills
in action it is now worth summarising these before focusing on behaviours.

The knowledge and skills set of senior communicators

It is helpful here to provide a definition of terms: knowledge is what practitioners
need to know in order to undertake their role competently; skills are what
practitioners need to be able to do to undertake their role competently.

There are different approaches to identifying knowledge and skills, An
interesting tuke on this is that of the Swedish Public Relations Association,? It
research identificd four areas where the practitioner needs to develop knowledge:

*  Processes create working reality and communicate. Practitioners nced (0
know about organisational design because this creates both opportunitles
and weaknesses which in turn create communication issues.

*  Structure includes both physical and mental elements and transparency in
both is needed if a holistic view of the organisation is to be communicated.

*  Social interaction of people in the organisation can be either negative and
used as a basis for power plays, or positive with free knowledge sharing, but
both affect communicative ability.

*  Organisation-wide relationships refers to the relationships the on:gan.isation
has with others in its environment, clearly important for communications.

There are also four skills related to these areas of knowledge (for more on this
see also Chapter 11):

»  System designer: the senior practitioner needs to be involved in processes
and structures, to facilitate good communication flows which are
organisational enablers.

*  Mediator: not primarily to defuse potential conflicts, but to create s'hared
understandings and perceptions or ‘meaning’ within the organisation, a
highly skilled and varied contribution.

*  Coach: to develop the communication skills of others.

*  Influencer: facilitating conceptual changes in the minds of those in the
organisation. This is profoundly bound up in the df‘tvel()pme.nt (?f
organisational culture. Of course there are deep ethical implications in this
role.

The more typical inventories list the main areas of work under(aken by
practitioners along with the knowledge and skills needed to Pnd:erpm these.
Many professional associations have such matrices? and orgamsahonsi sych as
the Universal Accreditation Board (UAP) and International Association of
Business Communicators (IABC) have transnational accreditation schemes
which also describe required knowledge, skills and abilities. Most of these
frameworks have a combination of what are called domain specific (i.e.
pertaining specifically to public relations) and general business knowledge and
skills?” and often break them into levels depending on the seniority of the
practitioner.?® The enhanced UAB? list shown in Table 9.2 provides 12 common
work categories and 10 associated knowledge, skills and ability areas. .

How knowledge, skills and abilities are used in performance comprises the
set of behaviours or competencies practitioners enact, and it is to this that the

chapter now turns.
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Internal relations and employee

communications
Community relations

Issues management

Special events, conferences and meetings

Stakeholder relations
Crisis management

Knowledge, skills and abilities

Crisis communication management
Using information technology efficiently

Advanced communication skills

Business literacy

Researching, planning, implementing and  Ethics and law

evaluating programmes
Communication models and theories

Management skills and issues

Media relations

History of and current issues in public

relations

generated the model outlined in Chapter 5.%° It is the first systematic study®' of
behaviours in public relations and was undertaken by trained occupational
psychologists using a globally validated method* in a research project directed

The research underpinning the behavioural work now outlined was funded by
the UK Department of Health and became part of the larger project which

The behaviours of public relations leaders

by one of us. The research investigated board-level communicators in the public

and private sectors to discover if they had a specific and identifiable set of

behaviours and whether there were differences between the sectors.

The methodology used produces a unique set of competencies for each group
it is applied to and the results given in Tables 9.3 and 9.4 are an aggregate for the

private and public sectors respectively. Hence, each individual in the group

The research confirms and adds to the conclusions of some of the earlier

to individual and is dependent on the situations they face. The order in which
studies. Senior practitioners based in the private sector in particular fulfil the

displays all the behaviours, but the balance of behaviours differs from individual
they are presented is not prioritised.



Works to understand the

motivations of others
Keeps an open mind

when others are
Considers the impact of

action on other people

Shows respect and
sensitivity to individual

needs and cultural

individual’s own issues
differences

‘Works towards a win-win

situation
Asks questions around

objectives of all parties
expressing their views
Shows an interest in

people
* Responds with sympathy

Picks up on verbal/
non-verbal cues

Remains open minded when
and viewpoints

taking into account
individual views and needs.

Demonstrates interest in

cause difficulties. Prepares for  others and is empathetic to
towards solutions of mutual

their concerns. Works
benefit.

Understanding Others

awareness of issues helping +  Tolerates differing needs

Develops plans that take
account of potential
meetings and interviews
Rehearses arguments

or hindering progress
Writes agendas

changing or difficult
circumstances
Monitors situations
Maintains a constant

* Prepares thoroughly for

achieved
* Involvesteam in planning
carefully

* Plans how objectivescanbe « Understands the
process

Spends time understanding
tasks and objectives. Prepares
carefully and thoroughly for
situations that may occur and

formal events and meetings.

Preparing Thoroughly

Stops communication if

line with organisational
necessary

values
Seeks help from others

Takes responsibility for
when required

the team’s actions
Handles criticism well

and learns from it

Admits own mistakes
* Acts quickly to

Accepts that mistakes

information sharing
are made

Sets high goals and
OVErcome errors

standards
* Behaves consistently in

boundaries for

their own and team’s actions
Clearly defines

Taking Responsibility for
High Standards

Behaves consistently with
clear personal values that
support those of the
organisation. Takes
responsibility for the
standard of organisational
communication and for

clarify vague or confusing issues

Breaks information into
component parts and

relationships
Analyses the potential outcomes

Identifies similarities between
of a situation

situations
* Rapidly grasps the key facts of a

Probes for further information to
Distinguishes the core issues
Uses numbers and statistics
when analysing information

from peripheral issues of a

Seeks out different situations to
situation

Gathers information from a
wide variety of source
find new information

* Uses personal experience to
help understand problems

facts and figures

situation
* Identifies and highlights key

information. Shows evidence of
clear analytical thinking. Gets to
Fhe heart of complex problems and
issues.

Investigating and analysing
Gathers, probes and tests

Articulates the reasons behind

actions
* Communicates internally in

Support arguments with facts

and figures
channels of communication

Adapts communication to the

needs of the audience
* Uses probing questions to

concisely to all interested

parties
* Sends a consistent message to

understanding has been

received
*  Writes clearly and engagingly

Speaks with conviction
an open and direct way

¢ Confronts senior people with
Clarifies that a shared

¢ Make use of contemporary

challenge views
difficult issues

all

writing clearly, consistently and
convincingly both internally and
externally.

» Communicates clearly and

Communicates verbally and in
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senior adviser role. It is also apparent that for all senior practitioners technical
implementation roles cannot be escaped.

Turning to the private-sector group, the evidence indicates that the
understanding others behaviour is slightly more prominent than others. This
competency not only involves understanding the views of those inside and
outside the organisation, but a profound understanding of their motivations and
aspirations. This is important in determining the requirements for and the
contents of public relations programmes. These senior practitioners are able to
form a holistic view of all the different points of view expressed and are able to
negotiate positions to develop win-win solutions.

The strategic/long-term view competency has special relevance to
commercial, ‘bottom line’ impacts. This competency relates closely to the
investigating and analysing, and preparing thoroughly and making decisions
and acting competencies. These are linked to a good understanding of the
industry, the business and business strategy. They underline an ability to handle,
use and interpret information and business intelligence and a willingness to take
tough, evidence-based decisions which lead to decisive actions. These
competencies clearly demonstrate the abilities deemed essential by chief
executives.

Other competencies worth special mention are taking responsibility for high
standards, with its implications of personal values and ethics, and maintaining a
positive outlook, with its links to personal attributes such as positivity, flexibility
and remaining calm under pressure. Deeper questioning in this area revealed
that senior communicators were very aware that their behaviour at times of crisis
and extreme pressure was of great organisational value and gained them
significant professional credibility.

In the public sector, the building strong relations and consulting and involving
competencies were regarded as more important. It is certainly the case that
government demands consultation by many public-sector organisations, but this
commitment goes beyond these requirements. A feature of those practitioners
working in the public sector is that they are not primarily motivated by power or
a desire to make money. They are in the service because they want to make a
difference to society. This commitment is very strong and permeates thinking
and behaviour. The desire to ‘build community’ infuses much of their day-to-
day activity.

Slightly behind these two competencies came taking action and upholding
the reputation of the service. These leaders frequently work in localities where
there are contested issues and many divergent and opposing viewpoints. They
are clear and transparent in decision-making and a defined ethical framework
guides the decisions they take, with duty to the public being a displayed value.
The heavy emphasis on ‘people’ is noticeable and this demands collaborative,
consensual working both internally (with political as well as officer colleagues)
and externally. Skilled persuasion and delicate, sensitive mediation involving
negotiated positions between stakeholders is an essential requirement of the

role.



Table 9.4 The ten competency titles, descriptions and behavioural indicators for public-sector communicators
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in behaviours, but also shows some di I'l’crcncc;. The comparisons arz
summarised in Table 9.5,

A number of the competencies can be seen to be almost dircctly equivalent
and are paired at the top of Table 9.5. The leading and supporting and
understanding others competencies from the private sector and consulting and
involving from the public sector are overlapping. However, there is a slightly
different emphasis in each. For the public sector the competency focuses on the
importance of consultation and involvement with the community, whereas for
the private sector, this was found to be more internally focused. Again, this can
be partly explained by the driving purpose of public-sector work, building and
working with communities, whereas for the private sector this was focused on
engaging internal colleagues in the pursuit of organisational objectives. Taking
responsibility for high standards in the private sector and upholding the
reputation of the service in the public sector can also be seen to be similar. For
the private sector the emphasis was on the personal standards of the senior
communicator, whereas for the public sector the ethics and conduct of the whole
organisation to perform for the public good was the concern. A possible
explanation here is that private-sector public relations leaders may regard
themselves as exemplars of ethical standards within their organisations and this
lends credibility to their role as the ‘cthical guardian’ for the whole organisation.

Table 9.5 A comparison of private- and public-sector competencies

Private Sector Public Sector

Strategic/Long-term View Understanding the Bigger Picture

Leading and Supporting

Consulting and Involving
Understanding others

Maintaining a Positive Outlook Managing Under Pressure

Taking Responsibility for High Standards Upholding the Reputation of the Service

Communicating Presenting and Communicating
Making Decisions and Acting Taking Action
Networking Building Strong Relationships

Investigating and Analysing

Preparing Thoroughly
Formulating Strategies and Concepts
Persuading and Influencing

Creating and Innovating

There are some competencies in the private sector which are not apparent in
the public sector and vice versa. Investigating and analysing does not appear in
the public scctor list. This could be because this type of work is completed by
less senior colleagues or by specialist departments in the public sector. In
addition, public relations leaders in the public sector appear to be more involved
in technical implementation work with a significant amount being reactive,
especially media relations. This may mean they have less time for considered
investigation and analysis. On the other hand, the market imperatives of the
private sector and a competitive external environment require constant updating
and analysis of information. A more turbulent environment requires more
proactive external analysis. That is not to say that turbulence is not a factor in the
public sector, but it is of a different nature, often driven by political rather than
market imperatives with the required change being to clear and fixed ends. Thus,
environmental analysis for external change is not required as much in the public
sector.

The absence of the preparing thoroughly competence in the public sector is
rather more difficult to explain. Close scrutiny revealed that public-sector
professionals appear to be under more work pressure than their private-sector
colleagues and it could well be that public-sector professionals simply do not
have the time to devote to careful preparation and have no support to delegate
these activities too.

The persuading and influencing competence is not as pronounced in the
private sector. This reinforces the emerging picture that gaining commitment by
influencing others is a critical behaviour in the public sector. The task of building
consensus particularly when there are political overlays is a complex and
difficult task requiring immense skill and particular behaviours.

It is perhaps surprising given that private-sector practitioners plan extensively
that the formulating strategies and concepts competence is absent in their
behaviour set. However, this relates more to formulating operational plans and
campaigns and reflects the high level of operational work public-sector
practitioners are involved in and the sometimes bureaucratic approvals processes
they have to go through. It is also a source of frustration in the public sector
because practitioners felt they are capable of being involved in strategic planning
at a higher level as policies were being formulated, but are often restricted to
tactical implementation.

Finally, the creating and innovating competence is present only in the public
sector and can be explained by the fact that operational campaigns in the public
sector usually have very restricted budgets and are often about long-term social
change. Therefore, creativity and innovation in maximising the impact of those
campaigns over a sustained period is a stock in trade of the job. While this is true
of the private sector too, on the whole this requirement is more apparent in the
public sector.

Overall, these results show a great deal of similarity between the private and
public sectors with the main points of difference reducing to two areas. First, the
more overt business-oriented behaviours of analysis and investigation, thinking
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strategically and preparation are more observable in the private sector where a
focus on business performance is important. Collaboration, cooperation and
involvement characterise the behaviours of those involved in public-sector work
and this is driven by an emphasis on societal concerns and a requirement for
democratic and transparent working with stakeholders.

Finally, it is important to emphasise that competencies are behaviours
required to achieve particular organisational objectives and these will differ
from industry to industry and sector to sector. The competencies indicated above
are not necessarily the behaviours of those individuals in their private lives or the
behaviours they would display for another employer, organisation or sector.

Summary

What this chapter has sought to demonstrate is that having superior knowledge
and consummate skill is not enough to be a public relations leader. Yet the
authors have found that even with senior practitioners there is a naive belief that
this will suffice and frustration that their careers are not advancing. Serious
consideration about how the senior leaders’ role is enacted has to be undertaken
along with learning of the behavioural repertoires that characterise leaders in the
most senior positions in organisations. It is salutary to reflect that there are
senior individuals in every organisation whose skill and knowledge is in doubt,
but they have a profound understanding of how to enact arole, and it is this rather
that other attributes which has gained them their position in the organisation.

Notes

1 See Gregory, A. and Edwards, L. (2004). Patterns of PR in Britain’s ‘Most Admired’
Companies. Report commissioned by Eloqui Public Relations from Leeds Business
School, and Sterne, G.D. (2008). Business perceptions of public relations in New
Zealand, Journal of Communication Management, 12(1), 30-50.

2 Harrison, K. (2011). Strategic Public Relations: A Practical Guide to Success. South
Yarra: Palgrave Macmillan.

3 See research by Gregory, A. (2008). The competencies of senior practitioners in the
UK: an initial study, Public Relations Review, 34(3), 215-223; Meng, J., Berger, B.K.
and Heyman, W.C (2011). Measuring public relations leadership in the trait approach:
a second-order factor model in the dimensional of self-dynamics, Public Relations
Journal, 5(1), 1-20.

4 Berger, B.K., Meng, J. and Heyman, W.C (2009). Role modelling in public relations:
the influence of role models and mentor is on leadership beliefs and qualities. Paper
given at 12th international public relations research conference, Miami, FL. March.

5 Moss, D. and DeSanto, B. (2011). Public Relations: A Managerial Perspective. Los
Angeles, CA: Sage.

6 Bartram, D. (2004), The SHL Competency Framework, SHL Business Series No. 4,

Thames Ditton.

Schein, L.K. (1985). Organisational Culture and Leadership. San Francisco: Jossey-Bass.

Werder, K.P. and Holtzhausen, D. (2009). An analysis of the influence of public

relations department leadership style on public relations strategy use and

effectiveness. Journal of Public Relations Research, 21(4), 404-27.

[c BN |

10

11

14

1




