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Y our trusees asked me to come hae today to talk aboutthe future of publc relations What's
changed. What's changing. What's likely to change.

| eagerly accepted the assignment. | wanted to hear that lecture myself. Only later did | cometo
the moment of truth.

| am notafuturist. | an mog comfortable when | am doing pubic relationsand least
comfortable when | am ponificating &outit. As aconsquence, | began thinking @outthe
future of publc relationsfrom therelatively safe ground ofthetitle I've chasen for these
remarks. Strategic Communications Practicing Wha We Preach.

| therefore want to talk to you doutcorporate pullic relations Specifically, | want to talk about
public relationsas we practice it in American busness.

| sugpect you will nod goprovingly a some of thethings! will say. These thingswill dl have
been said bdore, better than | shdl say them. What you ae aboutto hear are smply the musngs
of an old practitiona seeking b make sense of the common snse of his four decades of
expeience. Hence, if | succeed & dl in describing our future, it will bean extrapolation nore
than aprediction.

| will make three arguments:

| will arguetha the fundamental role of publc relationsin corporate governance has not
changed and is notlikely to change

| will arguetha what some of you ke to bechangeis merely the process of adapting the
prindples of pubic relationspractice to changing circumstances.

| will arguetha coming over the hoiizon is an enormouschangein the landscape of pubic
relations-- a change tha is a conseequence of the internaiondization of the world's econony.

It is the fashion nowto talk aboutthe future of puldic relationsas Apocypse. To hear some of
our gurustell it, it is as though heworld lurched while we were outto lunch and we are undbne
unmesked, if we cannotredefine our work in acontext of fundamentally reordered
circumstances.
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Frankly, | have experienced too much in my time to buy nto theories that dgpend on @taclysm
to explain change The people who buy sich theories are the same people who will pay good
money for abook ha purports to equip you with everything you ned to know about managing
-- in oneminute.

| prefer thetheory of evolution. | bdieve changesin the affairs of mankind and in the behavior
and aspirationsof sodeties evolve dong gedt, discernible trend lines. | bdieve the practice of
public relationsevolves in acontext of these trends. Accordingly, | believe we have aways and
continuousy had to modify our priorities and ouremphasis in hamony with evolving trends

Trendsare occasiondly disrupted, of course. By war. By act of God. S metimes, even by
countrvailing orcompeing trends But obliterated they are not

Perhgpsthe world did lurch while some of uswere outto lund. But the trgjectory continues as
before -- alot faster, without question; maybe a dight course correction, o. But there is no
cause to commence afrenzied search to discover new truths or to repudiate the proven axioms
tha shgpethe practice of pubic relationsat its best.

Y es, .ome thingshave changad. What has changed -- and, in my judgnment, wha givesriseto
much hand-wringing aout the future of pubic relations-- is a least twofold. Theimplications
are both short-term and long-term.

For the moment, a least, the mog urgent problems confronting many busnesses do notyield to
public relationssolutions For example, the need to subgantially reduce costs and improve
qudity as well as produdivity. In short, to improve our produds and ouryield and t lower our
break-even point. Another problem is the plainly evident need of many companies to reformulate
longrangedrategic plans. As you know bot of these issues derive from thereality that
commerce is now conduded on aglobd scale and American companies must accommodae
themselves -- or el sel

In thelongrun, pubic relationswill have acrucia role to play in implementing management's
respone to these issues; butin the meantime, many of our activities will remain aurtailed. I'll say
more aboutthis later.

What's important to kesp in mind, hough, s tha second dmenson of change we are witnessing.
It is my bdief that some great, discernible trendshave dready dtered notthe prindples of pubic
relationspractice but, rather, some of the old assumptionsabouthowto goply thos prindples.
For example, let me cite just a snippé of fact abou each of the condituency groupswe dedal with
in ourwork: Our employees and ourtop management. Our shareowners. Our cusomers and the
gened public.

| invite you © consder whether or notthefollowing "facts" dter our principles or merely dter
our assumptions

Isn'tit truethat nearly two generationsof undiminished prosperity, mobility and educationd
oppotunity have dtered at least some tends of the sodal contract beween workers and
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employes? And isn't it Smilarly truethat the pressures of internationd competition -- and sme
other factors as well -- have dtered some tends of this same soda contract as management
interprets it?

Isn't it true that the companies we work for are owned not by individud investors, butby huge
inditutionsthat buy usand =il uson thebasis of criteria that are often unelated to the
cugomary measurements of busness paformance.

Isn'tit truethat in this so-called "Information Ag€' therights of citizenship -- and greatly
enlarged entitlements -- are conferred on ens of millionsof men and women who annotread or
write? Some cannoteven speak the mother tongue

Isn'tit truewe are an older people? We are also more culturally diverse. And we have left the
farm, leaving ou roots and dtitudes behind.

Isn'tit truethat consumers confront an ever more bewildering aray of choices among look-alike
produds and srvices, yet we invest more and more marketing communicationsdollarsin
lifestyle postioning and piomotiond stunts and fewer and fewer dollars in the kindsof consumer
information that jus might distinguish onebrand from anothe?

Theimplicationsof these dtered drcumstances do not, in my judgment, explain the
contemporary dilemmas of pubic relations These changes in the landscape of pulic relations
do notexplain why some of you sem to think ourrole and ourvalue has been diminished... do
notexplain, asit isdleged, why 0 many lawyers are in charge of publc relations.. do not
explain why the vadue of so many of our companies is calculated in breakup dollars rather than in
future earningsand gooawill.

No, I don'tthink we need cataclysmic theory to suggest to uswhy it may beuseful to monitor
shifting demographics or lifestyle preferences or to undestand why entrepreneurs will plunde
existing busnesses if plundeing turns outto becheaper and less risky than aeating nev
busnesses.

It seems to me tha to whaever extent we are unaure aboutthe future of puldic relations we
would bewell advised to spend less time on pigrimages to the high piiests of fashionable change
and nore time in renewing ourundestanding of how and why we are vauable to ourcompanies
for wha we dready know. It seems to me some thoughtul introgpection may smply suggest that
public relationshas got off track a bit or tha some pubic relationspeople may have broken faith
with their mission.

| think I knowwhere | would begin the quest to reestablish some confidence ... o damondrate
tha wha we know works still works. The place to begin, 1 think, is to remind ouselves wha it is
we are suppo®d to do b earn ourpaychecks. What is it tha makes publc relationspubic
relations-- and notthe engineering dgartment or the marketing dgpartment or the pe'sonné
depatment?
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First of dl, we are nota depatment. We are a point of view. We organize our work like a
department, tha'strue We do © because it is administratively convenient to do t tha way and
because it makes sense -- and makes usaccessible -- to the people and the organizationswe
serve. But thefact remains our charter, ourmission is notfundiond in adepatmental sense.

Wha public relationsis dl aboutis govenance. Institutiond govenance. We are the specialists
at promoting hamony bdween the corporation and its sakeholders -- not for the sake of
harmony orimage or any other equdly metaphyscal pupose, butbecause no crporation @an
succeed when its objectives or its behavior are in conflict with its sakeholders.

Secondly, we are accouniable to the chief executive because the central task ddegated to usis,
by ddinition, aresponsbility of the chief executive's office.

Policy is ourmain job. Not so much to meke it as to provokeit. This we do by béng dways a
the ready, equipped to upply context -- thefacts and theindghts -- that assist management at dl
levels in making imely decisionswith respect to the interests of sakeholders in acontext of
oveal corporate strategy.

Communicationsis ourmain activity. Not so much to do & of the communicating but rather, to
ensure that what is beang communicated communicates wha our stakeholders are entitled to
know and what we want them to undestand and believe.

Aswe dl know, communication is acruda dement in the management art -- and process -- of
establishing an environment in which ideas as well as feelingscan influence behavior over time.
That's dso why it's so important tha our communicationsprograms be congstent, not episodic.
That's why ourcommunicationsprograms mug aways be pumposfully targeted. That's why,
abovedl, it's S0 important tha our communications programs peasistently project the gods,
ideals and obgctives of the busness.

And that'sit. Tha describes wha it is we're supposed to do... hethingstha make usdifferent
and truly make adifference in dfective governance. Thisis notmy definition. You'll find these
conaepts confirmed in the text booksof Cutlip and Center and Seitel and in the pioneering work
of Arthur Pageand bhnHill and dl the others who marked thetrail for us

So, why dopubic relationspeople feed so much unease?

Onereason may betha policymaking and communicating ae more dynamic, moving & afaster
clip in this peiod oftransition for American busnesses.

Anothe reason may betha ingditutiond govenance is much more important and vastly more
complex than it used to be

As a consequence, other management disciplines popukted by savvy, aggressive people whose
jobsare dso on heline-- are moving in on heaction, herecognition and therewards Tha's
normal human béhavior.
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S0 you hae some competition. Does tha mean you @n't compete or don'twant to compete
anymore?

Iswha | am saying oo mnaeptud, too theoretica to beussful in yourreal world of too many
objectives, too few resources and o little guidance from thefront office? If S0, let's get
practical.

Stripped to essentias, what | am arguing is tha if your company's policies are reasoned and your
communicationscorrectly conceived and targeted, your publc relationsprograms are answvering
four ample questionsabout your busness.

Thefour smple questions | have in mind identify your stakeholders, define your unique arena of
corporate govanance, and provide abasis to measure your paformance. These are the questions

What is it about working for this company that enhances my self-respect and ascribes dignity and
valueto my pesond contributions?

Wha makes me want to invest in this company orin other ways identify my self-interest with its
gods?

Wha compds me to make a coniousdecision to choo this company's produds or services?
Wha makes me think this company is an asset to my community? My country?

That's pretty old-fashioned guff, isn't it? Well, tha's my point. The essence of publc relationsis
pretty old-fashioned quff. | don'tmean old-fashioned as in outof-date. | mean confirmed.
Demongrated. Documented.

Nothing tha has hgppened in the nineteen @ghties, orislikely to hgppen in the nineteen nindies,
requires reformulation oftherole of publc relationsin corporate governance.

Wha may bedesirable, as| said & the outset, is something dse tha some will think old-
fashionad. Theword for it is renewal.

That's onereason | chose strategic communicationsas abuilding blodk for these observations
That's dso why | added thereminde about practicing wha we preach. Srategic communications
isjud ashorthand way of saying: make good poicy and meke it tick with congstent, intelligent
communications

When public relationsundestandsits job, it facilitates good bumess judgment as well as good
busness paformance.

When publc relationsdoes its job, wise policy and good ommunicationsbecome dl of a piece.
And when wise policy and good ommunicationscome togeher and gay togeher continuoudy,
any reasonable set of busness objectives can be achieved within areasonable rangeof
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probability. That's the payoff that made pubic relationsinfluential in management in thefirst
place, and that's how pulic relationscan remain influential now and forever.

Practicing wha we preach shouldn'treally have to be daborated for this audience. But | can't let
the moment pass without mentioning onespecia dimengon ofthis concept and what it meansto
me.

My own favorite mentor always maintained tha public relationsis ninely percent doing and ten
percent talking éoutit. That's jug another way of saying actionsspeak loude than words-- no
doubt ahumbling ideato professiond communicators.

It is afact, though, ha your company'sreputation is mainly shaped by three redlities:
1. Therelative value of your produds or services.
2. The qudity of your produds or services in ebsolute terms.

3. Thequdity -- in human terms -- of your transactionswith consumers and yourother princpd
stakeholders.

These, too, ae old and documented truths-- notwithstanding the number of high-priced
conaultants who ae making agood Iving with anew formulation of these ideas called "getting
close to yourcugomers."”

All of which proves, | suppos, tha wherever there lurks a management consultant, "The Search
for Excellence” goes doggedly onward -- notwithganding the fact that management has dways
known what it is and what it takes to echieveit.

To this point, | have argued tha wha we call pubiic relationsis an essential, even aucial
element in corporate governance. | have further argued tha some of the well-undestood and
well-doaumented prindples of pubic relationstheory remain vdid.

All of which soundscomforting. S, nowcomes the warning. Take no mmfort. Already, we are
overtaken, notby cataclysmic change butby rapid evolutionay changes.

Having onl lately left the front ranks of the fully employed, | can give witness to much evidence
of wha's new, of what's now expected of usin the practice of pubic relations

Let me begin by &lling you vhat's new to some of ussenior citizens of pulic relations

Today's chief executives have a pretty good gasp of the public relationsfunction. Tha wasn't
always the case.

Today's chief executives accept their obligaionsas communicators-in-chief. They work at it.
Tha wasn't dways the case.
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Today's chief executives take it for granted ther public relationsdepatments have the skills and
theresources to condud and manage communications You her from the front office only when
you don'tdo thejob. Thefact is, you'veearned therightto belondy even if it makes you
insecure or underappreciated. Your professiondism in thetraditiond aspects of pubic relations
isn't a issue Or, asthe umpire in arecent television mmmercia expresses it: if it is a issue
"You're outa there!”

Today's chief executives have new thingsto worry about Aboveadl, new issues to worry about
Theart of corporate govanance is akaleidoscope of ever-changing issues.

Not s0 long @o, jus by way of example, the big issues were civil rights, military contracting,
affirmative action, energy cods and energy conservation, polution, uban decay and, of course,
those bureaucrats down in Washington who tax, tax, regulate, regulate.

What are some of the major issues today? Mergers, acquisitionsand @rporate raiders.
Restructurings Downsizings Overhauling fundamental busness strategies. Produdivity.
Produd liability. South Africa. Litigation. Sibgance abuse. AIDS.

In short, issues come and issues go-- or, & least, they go avay for awhile. If pubic relations
can't keep pace, can't keep in tung the chief executive won't hesitate to look o others for
coungsd, forissues analysis and, if need be for communications

Y our chief executive may aso have aproblem that is something of an emerging issuein its own
right | salute Business Week for disclogng this nasty little secret in arecent specia edition
devoted to dhief executives.

Wha Business Week reported -- and wha is postively true-- is that the authority of the chief
executive's office is by no means absolute. And much less so today than it once was.

Thetypical chief executive today cannotcommand but neverthdess, mug lead. This imposes
enlarged budenson pubic relations It meanstha counsling and polcymaking do notbegin
and end in the chief executive's inng sanctum. As a consquence, the publc relations
organization mug deploy its influence throughoutthe organization wherever plansare
formulated or policiesforged. As Larry Foger of Johnsn & Johnn expressed it to me recently,
"Now, we have to ingitutiondize counsling. Theold idea of oneon-oneconaultationswith the
chief executive isn't thewhole story anymore.”

And, hee agan, if publc relationsisn't pluggel in orcan't keep pace, others will eagely fill the
void.

"Phydgcian, hel thysalf" isthe only useful advice | have for publc relationspractitionas who
genuindy bdieve ourrole is diminished in today's world.

Now, let's probethe harizon abit. | think it's pretty clear that a sngle issue, dbet a multi-
dimendond issug is generating the pressure that's chdlenging, sjueszing and reshgping the
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work of pubic relationsin alot of companies. The buzzword for this issueis "competitiveness,"”
America’s competitiveness.

I'll begin by acknowledging sosme developments that are altering ourpriorities and I'll condude
with some speculationsaboutoneof those great, discernible trendsthat over time will
fundamentally dter the landscape of our work, namely, theinternaiondization oftheworld's
econony.

At thefrontend ofwha's hgppening © usnowis cog redudion, in many cases panful cutsin
public relationsbudgés as well as staffs. We've been through this before as afundion of
bugness cycles. This time it's different. Thistime it's an imperative to subdantially and
permanently lower the running rate of corporate overheadsand opeationd expenses.

From now on, whether profits are going up orgoing down, we're going © have to make do with
less and meke up hedifference with wha the experts call "focus”

WEe're going o dlocate more of our resources to activities tha directly suppot marketing and
sales objectives.

We're going 1o learn to mesh the objectives and harmonize the communicationsfundionsof
public relations advertising and piomotions

We're going 1o downdze or phase out some activities tha used to beimportant butaren't any
longe.

In short, there can bea decisive competitive advantage when you company's total
communicationseffort is targeted and archestrated in unison ayang common obgctives. We've
always known tha. Now, we have to do i.

Another activity tha's moving up hescale of prioritiesis internd communications-- employee
and management information programs.

It is reassuring tha so many American companies are discovering that efficiency, qudity and
innovdion -- in short, "competitiveness' -- are an integrated process, away of conduding the
busness. The process is a corporate culture -- to use another populr buzword which develops
encourages and rewardsindividuds for taking responsbility and initiating change It's a state of
mind that engages the collective energies of houlty workers, professionds, managers, executives,
and even yourdedlers and suppliers.

You @nnotestablish such aculture by internal communicationsaone But ndther can you
sudain it without comprehensve communicationsprograms tha promote it and reaffirm it.

Surely, thisis oneof the great oppotunities for public relationspeople. Moreover, it's a great
creative oppatunity because it sgnds the end of glossy, top-down propagandaand the
beginning of acommitment to genuine two-way communicationsas a fundamental management
princple.
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Thedrve to restore competitiveness is aso produang ome astonishing ironies.

Our condituency relationships are bang turned upside down. Theimplicationsas well as the
oppotunities for public relationsare readily evident.

Old dlies are now antagonists. Old antagonists are now dlies -- or, at least, potential dlies if we
remain dert to the progpects for coalition bulding. Our mog treasured condituency is now our
greatest threat. Management is beng inareasingly attacked by siareowners.

Some of these shareowners are also called raiders. Thar cheerleaders are free-market academics
in prestigiousbusness schools, notradical sodal scientists. Their facilitators are the market
makers and thefinandal ingitutions

Some of these shareowners are called penson funds or money managers. They seek to leverage
thar fidudary authority to danand dhanges in corporate policies. Thetactics are hogile and
confrontationd and are sure to grow more o0 -- and more widespread.

Meanwhile, nen patnerships are emerging. Labor and management are barganing t promote
efficiency. Federal, date and local govenments are looking for new ways to ad busness as a
means of ensuring full employment, econormic growth, and areliable flow of tax dollars. Even
the advocacy groupsdevoted to Sngle-issue causes are less likely to bash busnessfirst and sek
remedy later and ae more likely to probefor cooperative solutionsor even dliances if some
mutudity of interests can be established.

And now | want to concludethese remarks with afew ideas abouttheinternaiondization ofthe
world'seconomy... sboutwha globd compdition really means

Today, ourrhetoric is aire with urgent calls to restore American competitiveness a home as
well as abroad. And meday, somehow, busness will adapt to the new realities; our govenment
will make some changesin law and regulation, and Americawill ge its wish. A chance to redlly
compete! That's the day a new discovery awaits America and the management of many
American companies.

Congde, if you will, wha globd compdition truly meanswhen you rave no gecial edgein
technology and when your market share offshore is no longe butiressed by American military
and economic assistance. Thisis anew redlity that's truly new. The sde effects will impact the
practice of publc relationsin abig way.

In this new era, we'll witness at least three accelerating dhanges:

Companies will redoubk thear efforts to achieve econamies of scopeand sae. Tha means
much larger investments, patnering arangements and dliances in other countries. Over time,
the big companies will become notjus multinationd, butmulticultural as well. The biggest and
mog successful companies will lose ther naiond character and identity, as we know it today.

Strategic Communications: Practicing What We Preach, by Edward M. Block
Inditute for Public Relations
www.indituteforpr.org




10

Sovereign govenments will impose and enforce the terms and cnditionsof commerce much
more pavasively than they do bday, because theinternaiond econony will belocked into a
much greater degree of interdegpendence than it is today. Nationd and regiond indugrial policy
will call thetune As a consequence, the success or failure of corporate strategies will hingeon
the dggree to which management can managein a vastly more complex matrix of powerful
stakeholders, nanely, government policymakers. These congderationswill beovelaid on he
bugness-govenment issues we're familiar with today: tariffs, quoss, local content, taxation,
labor law, technology trander.

Conaumers will increasingly do ther shopping in atransnaiond bazaar. And & a consequence,
thereisthelikelihood offurther startling shifts in distributon diannds, share of market and
brand loydties.

Wha does dl of this portend for men and women who aspire to future manageria authority in
public relations? In the judgment of mogs observers, nather experience nor current practice
adequaely equips American practitiones for the chdlengeahead.

How will we postion ouselvesto paticipae in imely decision meking in the context of atruly
multinaiond, multicultural enterprise?

How will we develop and deploy the resources to hdp ourmanagements copewith the
complexities of history, anthropology, poltics, language, religion and all the other relevant
elements of sodeta convention ouside the United Sates?

How will we enaure effective stakeholder communicationswhere the media as well as the
techniques may beunfamiliar, pehapsirrelevant, in terms of American custom and practice?

Withoutfurther bdaboring the obvious it is clear tha those of usin pubic relationshad bdter
be prepared to accommodae an enormousenlargement of our competendes as well as our
perspectives -- culturally, politically and professiondly.

As dways, there is hopeand there is hdp at hand. Already, & least afew of our American
confreres are making thetrangtion. Smilarly, some of our counterpats in Europe Japan and
elsawhere are making the trandtion. In short, we have some role models -- new pioners are
marking thetrail.

For therest of us it'scatch uptime -- or it soon will be Wha's ahead is nat so much anew bdl
game asit isanew league.

The oppotunities are now greater. The competition is toughe. Therules are nat invented hee.
The paticipants occasionally cheat and thereferees aren't dways evenhanded. But it's going ©
betheonly game in town and you @n't avoid it, because yowr busness can't avoid it.
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