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Abstract
The concept of public relations orientation (PRO) is advanced as a way of conceptualising public relations
practice and transforming consultant approaches to client problems. Public relations orientation is defined as
the possible philosophical stances organisations adopt when relating with publics. Public relations
orientation, therefore, embraces the range of public relations goals, behaviours and transactions pursued by
organisations. The three aspects of PRO were elaborated through analysis of interviews conducted with
managers of a range of large Australian companies. Sub-dimensions for each category were identified and
linked to the literature. The article concludes by discussing how consultants can transform the clientconsultant transaction model from an adult-child ego state to an adult-adult ego state by using PRO to
develop interventions with organisation-level outcomes, rather than the usual program-level outcomes.

PUBLIC RELATIONS ORIENTATION
HOW PUBLIC RELATIONS CONSULTANCIES CAN "GROW UP"

INTRODUCTION
Public relations consultancies are under threat from management consultancies, which are increasingly
moving into services once provided exclusively by public relations people (White, 2001). White
recommends PR consultancies leam from management consultancies by transforming their business bases
and approaches to client problems. He suggests consultancies invest more in innovation, research and
development [ibid]. However, changing approaches to client problems may require more than this. A
difficulty for consultants is that public relations is often marginalised in the organisations they act for (Hon,
1997). Consequently, effectiveness of public relations is defined at the program level, rather than the
organisation level, with public relations conceptualised as achieving discrete, program-level communication
objectives, rather than strategic, organisation level objectives (ibid). This sobering reality suggests that
public relations consultancies are unlikely to command either the fees or influence that management firms do
until they can shift from activity-based consulting to results-based consulting and from the program level to
the organisation level. In a results-orientedframework,interventions are linked to specific business needs in
an environment prepared to support implementation (Phillips, 2000). If public relations is to offer services
that will be valued as much as management consultancy services, consultants need to develop skills in
diagnosing the level of support for public relations within a given environment, and develop organisationlevel interventions that demonstrate value for their clients.
In this paper, we introduce the concept of public relations orientation as a way of transforming approaches to
client problems. Using a grounded theory approach, we derive a model of the core dimensions describing an
organisation's capacity to effectively use public relations for organizational goal attainment.
The public relations orientation construct offers a method of diagnosing the organisational environment for
public relations and developing organisation-level interventions designed to unleash the ability of the public
relations function to add value to organisations. The concept of public relations orientation enables public
relations to be linked with organisationally valued outcomes such as reduced stakeholder conflict, the license
to operate, and organisational reputation.
We define public relations orientation as the possible philosophical stances an organisation can adopt to
facilitate organisationally valued outcomes through relating with its publics (internal and external). The
stance taken is manifested by the way that the organisation manages the process of aligning its relationships
with publics. We begin by scoping the challenge facing public relations consultancies in moving from
program-level service to organisation-level service. We follow with a theoretically derived definition of the
concept of public relations orientation. Next, we presentfindingsfrominterviews of managersfroma range
of Australian industries to refine and ground the PRO construct We conclude with propositions identifying
how consultants can use the PRO construct to develop value added consulting interventions.

THE PROBLEM WITH PR CONSULTANCIES
Consultants are in the business of solving organisational problems. However, the sad reality is that CEOs
rarely want public relations consultants to play a role in strategy, do not value their contribution to corporate
strategy, and do not want them to manage organisational responses to issues (Steiner & Black, 2000).
Instead, PR consultants are expected to communicate with stakeholders according to strategies set elsewhere
in the organisation, play a media relations advisory role, and persuade publics that organisations are right
(ibid). In short, PR consultants generally service organisations at the program or tactical level by providing
"short-duration, adaptive, action-interaction realignments ... to accomplish limited goals" (Mintzberg &
Quinn, 1998, p. 4).
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This relatively-low level role that PR consultants are likely to play may be exacerbated or entrenched by
client-consultant conflict based on the one hand, by client perceptions that consultants lack knowledge of the
client's business and lack sufficient research, and, on the other hand, by consultant perceptions that clients
do not facilitate information flows, are unwilling to provide time, and lack PR knowledge (Bourland, 1993).
A complementary problem may be the transactional model typically pursued by PR consultancies. This
issue can be illuminated using the three general consultant-client relationships that Lundberg (1994) derived
from social-psychodynamics. One relationship, the doctor-patient model, refers to relationships where
clients typically feel helpless and give themselves into the consultant's care. This model represents a parentchild ego state, with the consultant playing the parent role. The second model depicts the consultant as
expert supplier and the client as purchaser, with ego states reversed - the consultant, who is in a child ego
state, has less power than the client, who is in a parent ego state. The third model defines the consultant as
facilitator and the client as participant where both parties adopt adult ego states to jointly define problems
and seek resolution.
Broom and Smith's classic practitioner role models (1979) add to our understanding of the efficacy of these
transactional models. Clients in Broom and Smith's study viewed the "problem solving process facilitator"
role, that is, a relationship built on collaboration, as the most effective. In this role, the consultant guides the
client through a rational problem-solving process, in which the long-run objective is to increase the client's
problem-solving and problem-avoiding abilities, rather than to solve a particular problem (ibid, p.52-53).
This role, viewed through Lundberg's framework, requires both client and consultant to adopt adult ego
states. This adult ego state, in turn, frames the consultant as a manager, rather than as a technician, an
essential requirement for helping organisations adapt to their environment (Dozier, 1992, p.342), and
delivering organisation-level outcomes rather than program-level outcomes.
The "communication technician role" was the second most effective role from the client perspective, and is
described by Terry (2001, p. 248) as "a provider in a traditional consumer transaction. The client literally
buys a service or set of services that the practitioner can perform or deliver." This transactional model may
be understood in terms of Lundberg's "expert supplier-purchaser" model with the consultant playing a child
ego role to the client's adult ego role. The child ego state frames the consultant as a technician, able to
deliver program level outcomes only as he or she is excluded from strategic decision-making.
The "expert prescriber" role, likened by Dozier (1992) and Broom and Smith (1979) to the doctor-patient
relationship, was an even less effective role. Broom and Smith (1979) point out that the success of this role
depends, in part, on the adequacy of the client's problem diagnosis and needs assessment. This reduction in
the consultant's control over the quality of outcomes, and the client's lack of ownership of solutions to
problems, or lack of adult ego role participation in problem solving, may contribute to ineffective outcomes.
It is interesting to note that this less effective role was described as the "agency role" in a study of trends in
public relations roles (Toth, Serini, Wright, & Emig, 1998), that is, the role most likely to be typically played
by consultancy practitioners.
Consultants can move between roles (for example, Terry, 2001), especially in the larger full-service
consultancies. However, we suggest that while CEOs see consultants as failing to contribute significantly to
organisational performance (Steiner & Black, 2000), consultancies will be unable to compete with
management consultancies for higher-fee work or organisationally valued work. To win this work,
consultants need methods for delivering valued organisation-level outcomes, rather than program level
outcomes. This requires consultants to adopt a transactional role model in which both parties assume an
adult ego state (Lundberg, 1994) based on a collaborative approach to problem solving, and in which
consultants can play a manager role, rather than a technician role (Dozier, 1992).
We suggest that using the concept of public relations orientation will enable PR consultants to change their
role and the nature of their client transactions from the relatively powerless expert supplier-purchaser
technician model in which consultants are "children", to a relatively more powerful facilitator-participant
manager role in which consultants are "adults". In other words, consultants can "grow up" in the eyes of
CEOs by using the PR orientation model as described in later sections of this paper. An adult role requires
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wider organisational access and in turn allows consultants to develop interventions that will deliver value at
the organisational or strategic level, rather than at the program or tactical level.

PUBLIC RELATIONS ORIENTATION
The term "orientation" is described by the Collins English Dictionary (Hanks, 1986, p.1085) as the act of
"adjustment or alignment of oneself or one's ideas to surroundings or circumstances" or "positioning" in
relation to a specific direction. Several aspects of the definition are worth highlighting. First, the concept of
orientation involves a specific goal (direction). Second, orientation provides a description of the way one
acts as a consequence of the goal. Third, orientation describes the response one adopts when dealing with
things external to one's self. Thus, an orientation can be described in terms of the characteristics of the goal,
the goal-directed behaviour, and the transactions with the environment and parties threatening or enabling
the achievement of the goal (strategic constituencies). Public relations orientation, therefore, embraces the
range of public relations goals, behaviours and transactions pursued by organizations. Like other
organisational orientations, such as market orientation (Berthon, Hulbert, & Pitt, 1999), innovation
orientation (Gatignon & Xuereb, 1997; Vazquez, Santos, & Alvarez, 2001) and learning orientation (Baker
& Sinkula, 1999), a public relations orientation provides a map of strategic intent (Wheeler, Capobianco,
Perkin, & Stanford, 2001) and reveals 'the mechanisms that aim to maintain coherence between
management's strategic intent and operational activities" (Atuahene-Gima & Ko, 2001). Therefore, public
relations orientation has the potential to explain the pathway by which public relations delivers value to
organisations.

METHOD
The principal aim of the study was to develop a definition of public relations orientation, which could then
be operationalised to allow comparisons between public relations and other organisational variables.
Because little information is available relating to the research question and the research aim was to build
theory, an inductive, qualitative approach was taken (Strauss & Corbin, 1994, p. 273). Specifically, we used
in-depth, semi-structured interviews, lasting between 60-90 minutes, to ask respondents about public
relations in their companies.
Respondents were recruited from large companies (employing more than 1,000 people) based in Melbourne,
in primary industry (resources, mining), manufacturing (pharmaceuticals, machinery, chemicals, steel,
consumer products), retail (food, clothing and household products) and services (telecommunications, postal
services, health, travel). Large companies were selected, as they are more likely than mid-sized or small
firms to have a discrete public relations function. The companies were notrepresentativeof all Australian
business, although an effort was made to obtain a broad sample. Twenty companies were approached,
resulting in 13 responses to achieve 18 interviews. Three responding firms were Australian subsidiaries of
foreign owned companies, and ten were Australian companies, of which all but two had substantial foreign
operations. Therefore, the majority of respondents had international, as well as domestic, stakeholders.
Two categories of manager were approached, described as "top communicator" (for example, corporate
affairs, public affairs, corporate citizenship, external affairs and community relations managers), and "top
manager" (for example, chief executive officers, marketing, human resources and sustainable development
managers). The rationale for the top manager category was that these managers are often integrally involved
with the oversight or discharge of a corporation's public relations activities. For example, a recent study
showed that 60% of senior public relations staff in Australia reported directly to a CEO, managing director,
or chairman, and of those departments working to formal strategies (70%), 73% had their strategy reviewed
by the CEO or managing director, 21% reviewed by the board, and 11% reviewed by other senior executives
(general manager or marketing director) (Singh & Smyth, 2000). Eleven of the interviews were with top
communicators and seven were with other top managers.
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Table I. Description of interview participants.
Top Manager - TM

Industry sector

No. of respondents

Pharmaceutical
Manufacturing
Mining

2
4
I

Health care
Mining
Telecommunications
Manufacturing
Retail
Pharmaceutical
Petroleum
Postal services
Travel
Chemicals

1
2
1
1
1
1
1
1
1

Top communicator - TC

1

Literature on the development of the marketing orientation construct provided a template for probing areas
(Kohli & Jaworski, 1990), which were: what is a public relations orientation, what are the organisational
factors that might encourage or discourage public relations orientation, and finally, what are the
consequences of public relations orientation. The interviews were tape-recorded and verbatim transcripts
prepared for detailed analysis. Data was then sorted into recurring themes and links identified between
themes, and between themes and public relations theory. A degree of triangulation was achieved by
interviewing multiple informants from different areas in three companies.
A key limitation of the research is that organisations with very ineffective public relations orientation were
reluctant to participate in a study about public relations. Consequently, the array of ineffective PROs in
business may be broader than that presented here.

RESULTS
Transcripts were thematically analysed with respect to the theoretical definition of public relations
orientation. That is, dimensions were identified which related to (a) the characteristics of the public relations
goal, (b) the goal-directed behaviour, and (c) the transactions with the environment and parties that threaten
or enable goal achievement. In this section, the dimensions for each of the three categories are described and
related to aspects of public relations literature.

CHARACTERISTICS OF THE PUBLIC RELATIONS GOAL
It was expected that the goal-related dimension of PRO would vary along two facets: from a mass
communication philosophy to a relational philosophy. The latter refers to the view that the core purpose of
public relations is ensuring positive relationships between organisations and their publics (cf. Grunig &
Hunt, 1984; Hutton, 1999), as opposed to public relations* roots in impression management through media.
Symbolic-Behavioural Relationship Goal Focus
Public relations fails to deliver value to organisations when symbolic, image-making activity is disconnected
from behavioural, relationship-making activity (Grunig, 1993). The goal of public relations can therefore be
understood as occurring along a two-dimensional continuum with the quest for positive images (symbolic

5

understood as occurring along a two-dimensional continuum with the quest for positive images (symbolic
relationships) forming one axis, and the quest for substantive behavioural relationships between
organisations and publics comprising the other axis. In organisations with low public relations orientation,
symbolic relationships are disconnected from behavioural relationships. In organisations with high public
relations orientation, symbolic image making activity serves relational goals, that is, they are "intertwined
like the strands of a rope" (ibid). Evidence for the symbolic-behavioural relationship dimension of public
relations orientation emerged strongly in this study.
The symbolic relationship axis was described as "managing the corporation's image in a positive way ... (or)
whether a company is focused on its public image" (TC, services sector) and "how many people out there are
aware of who we are, what we do and what we stand for ... and selling image or perception onto the
community" (TM, manufacturing sector).
However, symbolic and behavioural relationships could be blended. For example, a high public profile in
which the corporation "floods" the community with information was part and parcel of the corporation's
"capacity to behave in a way which is in step with society's expectation" (TC, petroleum sector).
Respondents identifying a behavioural relationship axis for public relations orientation said PRO would "be
about strengthening stakeholder relations ... helping the business to do that" (TC, travel sector). "At the
very basic level, (public relations orientation) is the relationship (our company) has with its various
audiences" (TC, telecommunications sector), the application of "advanced thinking to the way we manage
our strategic relationships with the social environment" and identification of which groups the company
should be forming long term strategic relationships with (TC, mining sector).

CHARACTERISTICS OF T H E ORGANISATION'S GOAL-DIRECTED BEHAVIOUR
Three categories of goal-directed behaviour were described by respondents as dimensions along which PRO
varies. They are the degree of responsiveness towards stakeholder concerns, the integration of public
relations with other organisational functions, and the utilisation of public relations as a strategic function.
These dimensions are discussed next.
Responsiveness
Respondents described two aspects of responsiveness: the intensity of activity, and the nature of the activity.
Intensity of activity ranged from doing little to doing much, and the nature of activity ranged from
adversarial to collaborative. This conceptualisation of responsiveness echoes Clarkson's (1995) "RDAP
scale" of responsiveness, i.e., reactive, defensive, accommodative and proactive.
Respondents described proactive public relations as taking the initiative in issues management and public
education or disclosure, reflecting high intensity of activity. "Trying to anticipate and condition groups of
stakeholders to decisions that (our company) may be about to undertake or work on regulatory issues" (TC,
telecommunications sector), being "tuned into the aspirations of our community" (TM, pharmaceutical
sector) and a company-wide "genuine desire to respond ... to what stakeholders out there are actually
saying" (TM, mining sector) refected a collaborative approach as well as a high level of activity.
Rapid crisis response in particular emerged as a sign of effective public relations orientation. When a
petroleum company had an oil spill, "We responded not in an hour or two or the next day, we responded by
the second ... we had trained communicators, government and public and the community, to respond to the
pressures that we were under, instantly" (TC, petroleum sector). Formal mechanisms for rapid and
appropriate responses were equated with effective public relations orientation: "You have to have your
processes in place. And, if you don't get that right and you don't devote management thinking to how you
would respond under ... pressures ... you don't deserve to be in business. The community will put you out
of business" (TC, petroleum sector).
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A high publicrelationsorientation within theresponsivenesssub-dimension, combining high activity and a
collaborative approach, was thus equated with a specific outcome: a company's license to operate.
Accommodative public relations was described by respondents as "educating the public about what the
company does or at least providing the opportunity for that to happen" (TM,rainingsector), again reflecting
a collaborative approach, but combined with a lower level of activity.
Defensive public relations, or in Clarkson's (1995) terms, a "do only what isrequired"stance, was described
by respondents as an outdated or ineffective form of responsiveness. "We've been under a lot of pressure
over a number of years to, I suppose, get out of those (unpopular) businesses or justify them if you like.
And, (our) response in the past has always been to justify what we're doing in terms of the legal okay to do it
or the government okay to do it" (TC, mining sector). In this case, the company was adversarial in its
approach, and did or said little unless forced to.
A reactive stance was also described by respondents as ineffective. "Previously, as a company, if we were
accused of doing something (bad), we would have responded quite vigorously in the press to assert our rights
to do so and all the rest of it. We have gone right away from that now to try and not to be inflammatory. We
try and withdraw from public debate but make ourselves available" (TM, mining company). Thus, the
company had moved away from a reactive and adversarial form of responsiveness to an accommodative
style, with a lower intensity of activity but a more collaborative approach.
Interfunctional Co-ordination
The interconnectedness of public relations with other organisational functions has been correlated in
empirical studies with public relations excellence (Dozier, Grunig, & Grunig, 1995) and influence on
management decisions and social performance (Bhambri & Sonnenfeld, 1988). Respondents in this study
agreed on the need for public relations staff to be positioned so that influence and control could be exerted in
relationship management. For example, one respondent said:
You do need people who are on-site, who are connected to the community ... It is like having
time to go to the A G M of the Surf Life Saving Association and sitting there while they hand out
150 awards (TM, manufacturing sector).
For respondents, integration of public relations meant organisational recognition of the public relations
aspects of every facet of the business. "If you think about it, it's everything that we're doing, every part of
our business if you like is involved in a PR function" (TC, mining sector). Recognition of public relations
aspects of business resulted in close co-ordination between the public relations function and operations.
"Rather than become a 'silo-ed' department, we are truly cross-functional... with communications advisors
working with the managers of (operational) divisions" (TC, travel sector). Integration was thus taken to
mean the presence of co-ordination mechanisms and interaction between functional areas of public relations
(Cornelissen, 2000) and the ability to disseminate public relations intelligence throughout the organisation.
As one respondent put it: "We're not an adjunct activity to the business, we're actually a key part" (TC,
services sector).
Therefore, following the literature on market orientation (Maltz & Kholi, 1996; Wrenn, 1997),
interfunctional co-ordination for publicrelationscan be described as the integration of efforts by all parts of
the organisation to achieve the PR goal (high, intertwined symbolic and behaviouralrelationships)through
the systematic generation, analysis and dissemination of intelligence across functional boundaries about
relationships with strategic constituencies (publics or stakeholders).
A Strategic Role for Public Relations
The largest-to-date study of public relations, the IABC-sponsored Excellence Study (Dozier et al., 1995),
identified the ability to manage strategically as a requirement of "excellent" public relations. Managers in
this study suggested PR would be used as a management function when the PR manager is part of the top
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management team or had input into the organisation's strategic planning process, when PR goals support the
business strategy and when PR has adequate resources to meet its goals.
PR Manager is Part of the Top Management Team
A separate, high-ranking role for public relations was seen as conducive to an effective public relations
orientation. "To encourage it (public relations orientation), I think it's a role that ought to report to the chief
executive or a very senior office ... rather than as a subset of marketing" (TM, pharmaceutical sector). "You
have to have the support of the CEO and you have to have the support of the people who report to the CEO if
you are going to make real headway in this area and not face a lot of road blocks" (TC, mining sector). This
assertion supports the proposition of L. Grunig and others (Grunig, Grunig, & Ehling, 1992) that "public
relations is most likely to contribute to effectiveness when the senior public relations manager is a member
of the dominant coalition where he or she is able to shape the organisation's goals...". Such access to top
management by a high ranking public relations executive should lead to a shared understanding between
public relations and senior management on the role and value of public relations within an organisation, an
aspect identified by Dozier, Grunig and Grunig (1995) as an element of public relations excellence.
PR Goals Support the Business Strategy
A second facet of the PR management function is the ability to understand organisational strategy and
develop public relations goals to support that strategy. Effective public relations orientation occurred when
public relations was strongly aligned to the company's goals and strategic direction and "not just focused on
how many column centimetres they meet each day" (TC, mining sector). When public relations strongly
supports company goals, it can take a leading role in strategy development: "We lead policy because of the
way we operate, because we are looking at everything corporately all the time" (TC services sector).
Effective public relations orientation was equated with "how we're going to meet the strategic objectives of
the company" (TC, mining sector). The ability to manage strategically is closely related to the ability to
conduct scanning and evaluation research (Dozier, Grunig & Grunig, 1995). This notion was reflected by
the manager who said public relations needed to be strategic if it was going to help senior management
"understand" and "lead" in solutions "to that very dark and misty area called the social and political
environment" (TC, mining sector).
You've got to have a fairly metrical approach to leading it, what are your objectives, what are
the key programs, how do they link in with the rest of the organisation, how do we know if
we've succeeded, what sort of measures do we put in place? How can this be part of our
business and not a separate part of life? And, it's not something that corporate affairs takes
away and does in isolation. It has to be done very much in line with the organisation's natural
processes (TC, mining sector).
By contrast, companies with ineffective public relations orientation were those "which are in a sense deaf to
what's going on in the market place" (TC, petroleum sector), that is, they do not practice environmental
scanning techniques or develop stakeholder relationship management strategies. Therefore, public relations'
involvement in strategic planning to meet organisational goals was associated by respondents with effective
public relations orientation, and public relations for tactical or technical purposes only was associated with
ineffective public relations orientation.
Adequate Resources
Closely related to integration and PR support for business goals was the need to have control over adequate
resources to meet PR goals. The presence of a budget specifically devoted to public relations was also
viewed by respondents as an indication of an organisation's commitment to a public relations orientation. "If
we had a budget specifically allocated for the management of public relations, that would certainly be an
indication (of an effective public relations orientation)" (TM, manufacturing sector). The adequacy of that
budget also emerged as an important factor:
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Have we thrown our weight behind that aspect of the company's activities, or does it have low
priority in terms of the overall running of the company ... if the company was prepared to
provide the tools and resources to support that area, that function, then I'd say that the company
has a high level of commitment (to public relations orientation) (TC, pharmaceutical sector).
CHARACTERISTICS OF TRANSACTIONS WITH THE ENVIRONMENT AND STAKEHOLDERS
Transactions with the environment and with stakeholders varied along three sub-dimensions: the extent to
which publics or stakeholder groups are at the centre of organisational thinking about strategy; a dialogic
approach in which two way symmetrical communications processes are used; and openness about
organisational goals, processes and performance, as demonstrated, for example, by sharing information
through public reporting initiatives.
Centrality of Stakeholder Focus
An organisation with a stakeholder focus considers stakeholders in its strategic planning and takes into
consideration the differing needs of stakeholders. Such an organisation understands the saliency of
stakeholders to the achievement of corporate goals (Agle, Mitchell, & Sonnenfeld, 1999) and attempts to
balance competing stakeholder needs for the best long term results (Doyle, 1992). As described by one
manager:
(A company with effective public relations orientation) understands where key stakeholders
stand on issues and what the key influences to those are and (is) adapting and accommodating,
negotiating and building win/win solutions across all those groups, which takes more research
than we currently do, more effort into meaningful, long-term give and take relationships, which
means that we have to choose to apply resources, talent and thinking to that aspect (TC, mining
sector).
For this respondent, building relationships with key stakeholders was based on strategic processes of
environmental scanning, a structure in which resources are applied to public relations problems, and a
proactive and symmetrical approach. As J. Grunig has argued,
Symmetrical public relations professionals lift organisations above the wrangle in the
marketplace to help them understand that they will further their self-interest more by tempering
advocacy with collaboration. Not only will organisations accomplish their goals more often
when they collaborate, but they also will develop reputations of being moral and socially
responsible organisations (Grunig, 1999).
Dialogic Approach
Respondents described dialogue as "the capacity to listen and having some sense of empathy for what might
be going on with our customers" (TM, pharmaceutical sector). Listening to stakeholders and taking their
views into consideration were integral, because:
That behaviour just gets marked. People will remember. Everybody has their own scorecard in
their head about how happy they are about being treated that way, and ultimately they will vote
with their feet. They will walk or they will lead us, whether it's an employee or a customer
(TM, pharmaceutical sector).
This pragmatic rationale for a dialogic approach highlights the role of dialogue in creating conditions for
"legitimate corporate conduct that affects the public of that organisation" (Pearson, 1989, p. 128). Thus, a
high public relations orientation characterised by a dialogic approach is also an ethical orientation for
business conduct.
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Openness
The concept of openness has a critical role in the theory of public relations ethics (Grunig & Huang, 2000)
and has emerged as a key dimension in empirical studies of organisation-public relationships (Ledingham,
Bruning, & Wilson, 1999). Disclosure is also a key relationship maintenance strategy and is likely to predict
a positive outcome in organisation-public relationships (Grunig & Huang, 2000). Openness was also an
aspect of public relations orientation described by managers in this study.
Openness was described as "openly acknowledging and engaging our stakeholders" (TC, services sector) and
being willing to disclose negative information to external publics even when this is difficult.
The discovery that the company was the biggest source of dioxins in its state was a difficult
disclosure to make for the management team in one respondent's company. "The scientific advice
was that we wouldn't kill anybody, but it was a big emotional thing, Jesus, should we tell anyone or
shouldn't we tell anyone" (TM, manufacturing sector).
The decision was to accept the pain associated with openness in order to avert more serious negative
outcomes in the future.
A formal process of disclosure through public reporting was also used as a strategy to focus internal
management on the "rules" stakeholders expect companies to abide by (TC, mining sector). Openness was
expected to build stakeholder trust, which would in turn have an economic impact on the company:
If the community perceives that (we) are an open company doing its very best ... if the
community perception is that we are to be trusted, we are solid citizens, we are good corporate
citizens, then yes, they're more inclined to buy shares or stick with them (TC, manufacturing
sector).

DISCUSSION
In this paper, we introduced the construct of public relations orientation, which can be described by the
goals, goal-directed behaviour, and transactions of public relations in a given organisation. Findings from
interviews with Australian managers in large firms provided support for the construct and detail about the
range of PROs used by business. Sub-dimensions of each of the three dimensions of PRO were identified
according to their ability to differentiate between public relations that contributes to organisational goals and
public relations that fails to do so. An effective PRO was characterised as the organisation-wide capacity to
proactively develop and maintain a positive symbolic and behavioural relationship with strategic
constituencies in the organisational environment through a culture that places publics or stakeholder groups
at the centre of organisational thinking about strategy.
Conceptualising public relations in this manner provides the opportunity for higher level consulting
interventions than are typically carried out in most consulting assignments. In this section, we discuss how
the concept of PRO can be used to make PR consulting practices more valued in organisational planning and
decision-making.
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Table II: Public Relations Orientation as a Consulting Template
Category of
PRO

Dimension of
PRO

Goal

Goal of PR

Behaviour

Responsiveness

Behaviour

Interfunctional
co-ordination

Behaviour

PR as a strategic
function

Transactions

Transactions

Transactions

How to diagnose
Is the key task of public
relations understood as
primarily symbolic or
primarily behavioural
relationship
management?
Assess manager
attitudes to meeting
stakeholder needs.

Assess frequency,
accuracy, clarity,
relevance, timeliness
and usefulness of
internal PR
communications.
Identify weaknesses.
Assess strategic role of
PR, use of research and
adequacy of budget.

Possible
interventions
Cross functional
management team
workshops to
identify
organisation-level
PR needs.
Measure
organisation-public
relationships.
Select or design
stakeholder
relationship
maintenance
strategies.
Benchmark
interfunctional
communication and
develop internal
communications
plan

Value-add
outcomes
PR goals aligned
with organisational
goals.

Improved
stakeholder
relationships.
Increased
effectiveness of
issues management
function.
More effective use
of PR intelligence to
solve organisational
problems.

Develop
monitoring and
evaluation
strategies.

Ability to assess
organisation-level
impacts of PR,
correlate with soft
and hard
performance data.
Stakeholder focus Probe managerial
Workshops to
Stakeholder conflict
understanding of
identify stakeholder reduced.
relevance of stakeholder salience and predict
groups to business
possible
success.
stakeholder
activity.
Dialogic focus
Assess structural
Audit stakeholder
License to operate
aspects of stakeholder
needs and values.
benefits.
communication.
Develop
stakeholder
consultation
mechanisms.
Openness
Assess willingness of
Develop
Reputation benefits.
organisation to make
stakeholder
relevant disclosures
reporting format to
suit shared
organisationstakeholder needs
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Most consulting interventions begin with a situation analysis of the client's "problem". This would typically
be carried out via desk research and an interview, or several interviews, which sort information about the
client into strengths, weaknesses, opportunities and threats. Next, we demonstrate how an analysis of the
client's goals, goal directed behaviour, and goal-directed transactions with stakeholders can reveal new
consulting opportunities that deliver organisation-level value rather than program-level value.
Goals
A key consideration of PR consultants should be the managerial understanding of the goals of public
relations. Is public relations seen primarily as image manipulation or as relationship building? Crossfunctional facilitated management team workshops are one way of bringing management to a deeper
understanding of PR to identify organisation-level PR needs and develop PR goals that will support
organisational goals. This intervention also helps identify and remove the "constraint on public relations
mission" identified by Ryan (1987) as a barrier to effective, responsible action. This type of intervention
places consultants firmly in the "problem-solving process facilitator" role, and, by allowing both client and
consultant to transact with one another in adult ego roles, is likely to lead to more satisfaction by both parties
with the outcomes (Schein, 1969). For the client, that places equally high emphasis on developing both good
relationships and a good image, measurable improvements in the client's reputation are most likely to
follow.
Behaviour
The three sub-dimensions of responsiveness, interfunctional co-ordination and PR as a strategic function
need to be assessed. What are management attitudes to meeting stakeholder needs? How active is
management willing to be and are they primarily adversarial or collaborative in their approach?
Measurement of organisation-public relationships and development of appropriate relationship maintenance
strategies are consulting interventions that can provide a baseline for measuring subsequent improvements in
relationships and identifying expectational gaps for improved issues management. Secondly, interfunctional
co-ordination can be closely scrutinised. Constraints on information collection and dissemination limit the
ability of practitioners to do their jobs well (Ryan, 1987). The consultant should assess the frequency,
accuracy, clarity, relevance, timeliness and usefulness of internal PR communications through an internal
communications audit and address gaps through development of an internal communications strategy.
Empowering the public relations department in this manner will lead to more effective use of PR intelligence
about the stakeholder environment to solve organisational problems, and once again, places both client and
consultant in adult ego role transactions.
Thirdly, the strategic role of public relations should be analysed. What sort of research is being undertaken
by the PR department and how useful is it? Is the PR budget suited to the goal requirements? Does the top
PR manager have appropriate access to top management? The consultant can work with the internal PR
manager to develop monitoring and evaluation strategies that allow correlation of PR impacts with
organisation-level performance data, as well as with effects on publics.
Transactions
Transactions of the organisation with its stakeholder environment are the third key area for analysis.
Consultants should probe managerial understanding of the relevance of stakeholder groups to business
success and help managers understand the differing needs of stakeholder groups. Workshops to identify
stakeholder salience and predict possible stakeholder activity will help managers digest the potential impacts
of stakeholders on business and lead to strategies for reducing stakeholder conflict. Communication with
stakeholders can also be assessed, especially in terms of its respectfulness, structural aspects and mutual
satisfaction with the rules of communication. Stakeholder needs and values audits can facilitate the
development of formal mechanisms for ongoing stakeholder dialogue, which strengthen the client's license
to operate. Consultants should also assess the willingness of the organisation to make relevant disclosures to
stakeholders and develop a stakeholder reporting format to suit shared organisation-stakeholder needs.
Reputation benefits for clients should follow. Once again, the consultant's "problem-solving process
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facilitator*' adult ego role is apparent, however, opportunities for program level interventions that employ
technical or junior staff to deliver stakeholder relationship management goals are also apparent.

CONCLUSION
Public relations orientation can be used by consultancies to improve the value of their services to client
organisations. Public relations orientation provides a method for understanding both the internal and
external environments in which clients' public relations functions operate. It identifies constraints to
effective public relations practice and allows identification of a range of consulting interventions designed to
empower public relations to deliver organisation-level outcomes. Utilisation of the public relations
orientation concept enables this expanded role for consultants by allowing consultants to change the nature
of their transactions with clients through application of a facilitator-participant model in which both parties
enact an adult ego role. It thereby contributes to the discussion about transformation of consultancy practice
to meet new market place challenges posed by management consultancies. The potential for in-house public
relations managers to use PR orientation as a diagnostic tool should not be overlooked. An important task
for researchers now is to operationalise this concept as a measurement tool for consultant and managerial
use.

13

REFERENCES
Agle, B. R., Mitchell, R. K., & Sonnenfeld, J. A . (1999). Who Matters to CEOs? An Investigation of
Stakeholder Attributes and Salience, Corporate Performance, and CEO Values. Academy of
Management Journal, 42(5), 507-525.
Atuahene-Gima, K., & Ko, A. (2001). An Empirical Investigation of the Effect of Market Orientation and
Entrepreneurship Orientation Alignment on Product Innovation. Organization Science, 12(\), 54-74.
Baker, W. E., & Sinkula, J. M . (1999). The Synergistic Effect of Market Orientation and Learning
Orientation on Organizational Performance. Academy of Marketing Science, 27(4), 411-427.
Berthon, P., Hulbert, J. M., & Pitt, L . F. (1999). To Serve or Create? Strategic Orientations Toward
Customers and Innovation. California Management Review, 42(\), 37-58.
Bhambri, A., & Sonnenfeld, J. (1988). Organization Structure and Corporate Social Performance: A Field
Study in Two Contrasting Industries. Academy of Management Journal, 57(3), 642-662.
Bourland, P. G. (1993). The Nature of Conflict in Firm-Client Relations: A Content Analysis of Public
Relations Journal 1980-89. Public Relations Review, 19(4), 385-398.
Broom, G. M., & Smith, G. D. (1979). Testing the Practitioner's Impact on Clients. Public Relations Review,
5(3), 47-59.
Comelissen, J. (2000). 'Integration' in Communication Management: Conceptual and Methodological
Considerations. Journal of Marketing Management, 16, 597-606.
Dozier, D. M . (1992). The Organizational Roles of Communications and Public Relations Practitioners. In J.
E. Grunig (Ed.), Excellence in Public Relations and Communications Management (pp. 327-355).
Hillsdale, New Jersey: Lawrence Erlbaum Associates.
Dozier, D. M . , Grunig, L. A., & Grunig, J. E. (1995). Manager's Guide to Excellence in Public Relations and
Communications Management. New Jersey: Lawrence Erlbaum Associates.
Gatignon, H., & Xuereb, J.-M. (1997). Strategic Orientation of the Firm and New Product Performance.
Journal of Marketing Research, J4(February), 77-90.
Grunig, J. E. (1993). Image and Substance: From Symbolic to Behavioural Relationships. Public Relations
Review, 19(2), 121-139.
Grunig, J. E. (1999, May 27-30). Collaboration, Collectivism, and Societal Corporatism as Core
Professional Values in Public Relations. Paper presented at the International Communication
Association, San Francisco.
Grunig, J. E., & Huang, Y.-H. (2000). From Organizational Effectiveness to Relationship Indicators:
Antecedents of Relationships, Public Relations Strategies, and Relationship Outcomes. In J. A .
Ledingham & S. D. Brüning (Eds.), Relationship Management: A Relational Approach to Public
Relations. Mahwah, NJ: Lawrence Erlbaum Associates.
Grunig, J. E., & Hunt, T. (1984). Managing Public Relations. New York: CBS College Publishing.
Grunig, L. A., Grunig, J. E., & Ehling, W. P. (1992). What is an Effective Organization? In J. E. Grunig
(Ed.), Excellence in Public Relations and Communications Mangement (pp. 65-90). Hillsdale, New
Jersey: Lawrence Erlbaum Associates.
Hon, L . C. (1997). What Have You Done For Me Lately? Exploring Effectiveness in Public Relations.
Journal of Public Relations Research, 9(1), 1-30.
Hutton, J. G. (1999). The Definition, Dimensions, and Domain of Public Relations. Public Relations Review,
25(2), 199-214.
Kohli, A . K., & Jaworski, B. J. (1990). Market Orientation: The Construct, Research Propositions, and
Managerial Implications. Journal ofMarketing, 54, 1-18.

14

Ledingham, J. A., Brüning, S. D., & Wilson, L. J. (1999). Time as an Indicator of the Perceptions and
Behaviour of Members of a Key Public: Monitoring and Predicting Organization-Public
Relationships. Journal ofPublic Relations Research, 11(2), 167-183,
Lundberg, C. C. (1994). Transactions and Games in Consultant-Client Relations. Journal of Management
Consulting, 5(1), 3-7.
Maitz, E., & Kholi, A. K. (1996). Market Intelligence Dissemination Across Functional Boundaries. Journal
of Marketing Research, 33(February), 47-61.
Mintzberg, H., & Quinn, J. B. (1998). Readings in the Strategy Process ( 3rd ed.). New Jersey: Simon &
Schuster.
Pearson, R. (1989). Business Ethics as Communication Ethics: Public Relations Practice and the Idea of
Dialogue. In C. H. Botan & J. Vincent Hazleton (Eds.), Public Relations Theory (pp. 111-131).
Hillsdale, New Jersey: Lawrence Erlbaum Associates.
Phillips, J. J. (2000). The Consultant's Scorecard - Tracking Results and Bottom-Line Impact of Consulting
Projects. New York, NY: McGraw-Hill.
Ryan, M . (1987). Organizational Constraints on Corporate Public Relations Practitioners. Journalism
Quarterly, Summer-Autumn, 473-482.
Schein, Edgar H. (1969). Process Consultation: Its Role in Organizational Development. Reading. Mass.:
Addison-Wesley Publishing Co., Inc.
Singh, R., & Smyth, R. (2000). Australian Public Relations: Status at the Turn of the 21st Century. Public
Relations Review, 26(4), 387-401.
Steiner, C. J., & Black, L. (2000). The Role of Public Relations Professionals in Corporate Strategic
Planning in Australia: Educational Implications. Asia Pacific Public Relations Journal, 2( 1), 63-82.
Strauss, A., & Corbin, J. (1994). Grounded Theory Methodology: An Overview. In N . K. Densin & Y. S.
Lincoln (Eds.), Handbook of Qualitative Research (pp. 273-285). Thousand Oaks, CA: Sage
Publications.
Terry, V. (2001). Lobbyists and Their Stories: Classic PR Practitioner Role Models as Functions of Burkean
Human Motivations. Journal of Public Relations Research, 13(3), 235-263.
Toth, E. L-, Serini, S. A., Wright, D. K., & Emig, A. G. (1998). Trends in Public Relations Roles: 19901995. Public Relations Review, 24(2), 145-163.
Vazquez, R., Santos, M . L., & Alvarez, L. I. (2001). Market Orientation, Innovation and Competitive
Strategies in Industrial Firms. Journal of Strategic Marketing, 9, 69-90.
Wheeler, D., Capobianco, A., Perkin, M., & Stanford, S. (2001, April 4-5). Bridging the Digital Divide:
Opportunities for Sustainability in the New Economy - A Canadian Perspective. Paper presented at
the Building Canadian Capacity: Sustainable Production and the Knowledge Economy, Ottawa,
Canada.
White, J. (2001, 25 May). Innovation, Research and Development in Professional Service Firms: A
Comparison of Management and Public Relations Consultancies, Drawing Implications for Public
Relations Practice. Available: www.pria.com.au.

15

D E P A R T M E N T OF M A N A G E M E N T
2000 WORKING PAPER SERIES
1/00

Amy Wong. "The Role of Relationship Strength in the Formation of the Customer-Contact Employee Relationship" (January,
pp.26).

2/00

Paul Kalfadellis & Loong Wong "Labour of Burden: An Analysis of Occupational Change - The Domestic Worker (January,
PP-9).

3/00

Marjorie Jerrard "Organisation of the Roman Clothing and Textile Industry: Skill, Occupation, and the Gender-segmented
Workforce" (January, pp. 11).

4/00

Marjorie Jerrard "Formation to Arbitration" - The Early Years of the Queensland Branch of the Australasian Meat Industry
Employees* Union 1889-1918" (January, pp. 14).

5/00

Jacintha Tan & Damián Morgan "Quality in Australian Tourism Education: Educator and Professional Views" (January,
pp. 15).

6/00

Betty Weiler & Sam H Ham "Training Ecotour Guides in Developing Countries: Lessons Learned from Panama's First
Guides Course" (January, pp. 9).

7/00

Rosemary Black, Sam Ham & Betty Weiler "Ecotour Guide Training in Less Developed Countries: Some Research
Directions for the 21 Century" (January, pp. 12).
st

8/00

Jacintha Tan & Damián Morgan "Tourism Education: Views from Educator and the Tourism Industry" (January, pp.8).

9/00

Warwick Frost "Ecotourism and Rainforests" (February, pp.13).

10/00

Glenice J. Wood & Margaret Lindorff "Sex Differences in Managers' Explanations for Career Progress: A Test of Social
Role Theory" (February, pp.15).

11/00

Yi-Ting Yu & Alison Dean "Including Emotions in Customer Satisfaction Measurement: a new Perspective on Loyalty"
(March, pp.11).

12/00

Dianne Waddell & David Mallen "The Future for Quality Managers" (March, pp.13).

13/00

Di Waddell & Deb Stewart "Training and Management Development of Quality Managers" (March, pp. 12).

14/00

Geraldine Khachan & Cornells Reiman "Australia's Relationship with the Middle East - A Trade Perspective" (March,
pp.16).

15/00

Lim Hong Hai, AH Haidar & Len Pullin "Managerial Values of Penang Island Municipal Council Officers: A Preliminary
Report" (March, pp.11).

16/00

Alison M . Dean & Dr. Mile Terziovski "Quality Practices and Customer/Supplier Management in Australian Service
Organisations: Untapped Potential" (March, pp.12).

17/00

Sarah Germaine Grant, Sonja Petrovic-Lazarevic & Mike Berrell "Significance of Recognition of Australian and
Singaporean Cross-Cultural Differences in the Decision-Making Process" (April, 15.pp).

18/00

Michelle R. Greenwood "The Study of Business Ethics: A Case for Dr. Seuss" (April, 9.pp).

19/00

Bernadine Van Gramberg & Julian Teicher "Exploring Managerialism in Victorian Local Government" (April, pp.13).

20/00

Jan Schapper "Value Dissonance: A Case of the Pyschodynamics of Organisational Identity" (April, pp.15).

21/00

Alison M. Dean "Issues Inherent in Measuring and Monitoring Quality in Contracted Services" (April, pp.16)

22/00

Damien Power & Amrik S. Sohal "An Empirical Study of Human Resource Management Strategies and Practices in
Australian Just-in-Time Environments" (April, pp.11).

23/00

Amrik S. Sohal & Mile Terziovski "Continuous Improvement Process Teams (CIP Teams) and Corrective Action Teams
(CATs) at Varían Australia" (April, pp. 8).

24/00

Damien Power & Amrik S. Sohal "Human Resource Management Strategies and Practices in Just-in-Time Environments:
Australian Case Study Evidence" (ApriL pp. 23).

25/00

Cherrie Jiuhua Zhu & Peter J. Dowling "Changes in the Role of Government in Human Resource Practices in China:
Implications for Multinational Corporations" (April, pp. 14).

26/00

Ruth Barton & Julian Teicher "A Labor Government's Different than the Current Government" Telstra, Neo-Liberalism and
Industrial Relations" (April, pp.17).

27/00

Owen E Hughes "New Public Management: A Parliamentary Perspective" (April, pp. 13).

28/00

Tui McKeown "Why do Professionals become Contractors?" (May, pp. 13).

29/00

Deb Stewart & Dianne Waddell "Quality Managers: Are their Personal and Professional Development Needs being fulfilled?
(May, pp. 6).

2000 W O R K I N G P A P E R S E R I E S
30/00

Yvcttc Reisingcr & Lindsay Turner "Cultural Differences between Mandarin Speaking Tourists and Australian Hosts and
their impact on Cross-Cultural Tourist-Host Interaction" (May, pp. 21).

31/00

Yvette Reisinger & Lindsay Turner
(May, pp. 22).

32/00

Yvette Reisinger & Lindsay Turner "Japanese Tourism Satisfaction: Gold Coast Versus Hawaii" (May, pp. 20).

33/00

Yvette Reisinger & Lindsay Turner "Asian and Western Cultural Differences:
Marketplaces" (May, pp.17). (Reissued June, pp.12)

34/00

Yvette Reisinger & Lindsay Turner "Tourist Satisfaction with Hosts: A Cultural Approach Comparing Thai Tourists and
Australian Hosts" (June, pp.16).

35/00

Yvette Reisinger & Lindsay Turner "Structural Equation Modeling with Lisrel: Application in Tourism" (June, pp.29).

36/00

Helen De Cieri & Peter J. Dowling "Convergence and Divergence: Central Concepts in Strategic Human Resource
Management and Marketing in an International Context" (June, pp. 15).

37/00

Michelle R Greenwood "The Importance of Stakeholders According to Business Leaders" (June, pp.13).

38/00

Phyllis Tharenou "Consequences of Mentoring on Career Advancement: Does Prote"gi Gender Make a Difference" (June,
pp.16).

39/00

Simon Moss, Tim Haslett & Charles Osborne "Bulls and Bears in the car park: An Application of Stock Market and Local
Rule Theory to the Behaviour of Shoppers" (October, pp.10).

40/00

Warwick Frost "Golden Anniversaries: Tourism and the 150^ Anniversary of the Gold Rushes in California and Victoria
Festivals" (October, pp.10).

41/00

Sonja Petrovic-Lazarevic & Mild Terziovski "The Effects of Human Resources Management on Transitional Companies in
the Globalisation System" (October, pp.8).

42/00

Amanda Pyman, Julian Teicher & Glennis Hanley "The Impact of the Workplace Relations Act 1996 (Cth.) - The Views of
Five Australian Trade Unions" (October, pp.11).

43/00

Margaret Lindorff & Michael Barnett "Gender Differences in Work Values: Testing Alternative Explanations" (October,
PP-7).

44/00

Margaret Lindorff "Gender, Social Support, and Strain: What is Helpful to Whom?" (October, pp.19).

45/00

Tim Haslett & Marvin Oka "Using VSM to Integrate SD Modelling into an Organisation Context" (October, pp.6).

46/00

Beverly Walker & Tim Haslett "System Dynamics and Action Research in Aged Care" (October.pp.il).

47/00

Beverly C. Walker & Tim Haslett "The Dynamics of Local Rules in Hospital Admission Processes" (October, pp.8).

48/00

Tim Haslett, Gerard Moylan & Peter McKee "A System Dynamics Analysis of the Victorian Workcover Authority Insurer
Scheme" (October, pp.5).

49/00

Melanie Bryant "New Management and Old Employees: The Implications of Group Differentiation on Employment
Relations" (October, pp.9).

50/00

Julie Wolfram Cox "Remembrance of Things Past? Change, Development, and Paternalism" (October, pp.18).

51/00

Julie Wolfram Cox & Stella Minahan "Crafting Organisation" (October, pp.33).

52/00

Vaughan Reimers & Val Clulow "Is Retail Compatibility a Natural Phenomenon?: A Comparison of Store Compatibility in
Planned and Unplanned Retail Centres" (October, pp.11).

53/00

Vaughan Reimers & Val Clulow "Convenience for the Car-Bome Shopper: A Comparison of Access and Parking in Planned
and Unplanned Retail Centres" (October, pp.15).

54/00

Vaughan Reimers & Val Clulow "Downtown Shopping: Is it Worth the Time and Effort?" (October, pp.8).

55/00

Vaughan Reimers & Val Clulow "The Unplanned Retail Centre: Is it Designed for Convenience?" (October, pp. 10).

56/00

Susan Hinton & Jan Schapper "Jobs.Com: Recruiting on the Net - A Critical Analysis of E-Cniitment" (October, pp.16).

57/00

Susan Hinton "Different and Always Lacking: The Discursive Construction of the 'Male Benchmark' Work Organisations"
(October, pp.11).

58/00

Glennis Hanley "Union Satisfaction: An Australian Perspective" (October, pp.15).

59/00

Vaughan Reimers & Val Clulow "What is Retail Centre Convenience? A Model for the 21 Century" (October, pp. 14).

60/00

Vaughan Reimers & Val Clulow "The Composition of Retail Centres: The Key to Competitive Advantage?" (October,
PP-19).

"A Cultural Analysis of Japanese Tourists: Challenges for Tourism Marketers"

The New Challenge for Tourism

st

2000 W O R K I N G P A P E R S E R I E S
61/00

Vaughan Reimers & Val Clulow "Retail Concentration: A Comparison of Spatial Convenience in Planned and Un-planned
Centres" (October, pp. 17).

62/00

Vaughan Reimers & Val Clulow "Shopping and Convenience: A Model for Retail Centres" (October, pp.6).

63/00

Glennis Hanley "Union Satisfaction: An Australian Perspective" (November, pp.15).

64/00

Glennis M. Hanley "Union Amalgamations: Motivation, Barriers, Risks, and Benefits" (November, pp.12).

65/00

Jeffrey J McLean "From Fragmentation to Integration: Towards an Integrated Model of Knowledge Management and
Organisational Learning" (November, pp.12).

66/00

Mike Berrell & Marianne Gloet "The Third Culture: Organisational Learning in International Joint Ventures" (November,
PP.7).

67/00

Jeff Wrathall & Mike Berrell "Management Development in China" (November, pp.8).

68/00

Peter Mrkic & Julian Teicher "Teams and Innovation: A Case Study of an Australian Automotive Components
Manufacturer" (November, pp.18).

69/00

Owen Hughes & Deirdre O'Neill "Public Management Reform: Some Lessons from the Antipodes" (November, pp.11).

70/00

Savo Kovacevic, Dr. Peter D. Steane & Associate Professor James C. Sarros
Welfare Organisations" (November, pp.17).

71/00

Linda McGuire "Service Charters - Global Convergence or National Divergence? A Comparison of Initiatives in Australia,
the United Kingdom and the United States" (November, pp.33).

72/00

E. Anne Bardoel, Phyllis Tharenou & Douglas Ristov "The Changing Composition of the Australian Workforce Relevant to
Work-Family Issues" (November, pp.21).

73/00

Richard Winter & James Sarros
Work?" (November, pp.12).

74/00

Warwick Frost "Teaching Economics to Non-Economics Students: A Case Study of Tourism and Hospitality Economics"
(November, pp.8).

75/00

Peter J. Bruce & Judy H. Gray "Is Experience the Key to Effective Decision Making in an Australian Airline's Operations
Control Centre?" (November, pp.8).

76/00

Liam F. Page & Jeffrey J. McLean "Knowledge and Learning in Electronically Enabled Environments" (November, pp.11).

77/00

Mary Anderson "Leadership in Higher Education; Are Substitutes for Leadership a Reality or a Reason?" (November, pp.8).

78/00

Dawn Loh, Jeff Wrathall & Jan Schapper "The Maslow Revival: Maslow's Hierarchy of Needs as a Motivational Theory"
(November, pp.30).

79/00

Dawn Loh, Jeff Wrathall & Jan Schapper "The Individuals in Mao's Collective Kingdom: A Study of Motivational Needs of
PRC State - Enterprise Employees" (November, pp.28).

80/00

Damian Morgan & Martin Fluker
Management" (November, pp.14).

81/00

Clarence L.W. Reser & James C. Sarros "The Origins of Leadership" (November, pp.6).

82/00

Sonja Petrovic-Lazarevic "Quality Assurance in Design, Construction and Building Maintenance as the Imperative of a
Global Market Economy" (November, pp.6).

83/00

Jill McLean & Margaret Lindorff "Work-Family Balance Among Dual-Career Parents: Defining the Desirable" (November,
pp.11).

84/00

Lyn McDonald & Charmine EJ Härtel "Applying the Involvement Construct to Organisational Crises" (November, pp.8).

85/00

Lyn McDonald & Charmine EJ Härtel "Consumer-Preferred Company Responses Following a Crisis: The Importance of
Taking Responsibility" (November, pp.15).

86/00

Charmine EJ Härtel, Chia-Fang A Hsu & Maree V Boyle "Buffers and Aggravators in the Emotion Labor, Emotional
Dissonance, Emotional Exhaustion Sequene in Service Work" (November, pp.26).

87/00

Oluremi B Ayoko & Charmine Härtel "Culturally Heterogeneous Workgroups: The Effects of Leader Behaviors and
Attitudes on Conflict and its Relationship to Task and Social Outcomes" (November, pp.19).

88/00

Phil Hay & Charmine Härtel "Managing Change and Resistance to Change: A Theoretical Guide for Practitioners and
Researchers" (November, pp.16).

89/00

Oluremi B Ayoko & Charmine Härtel "The Role of Emotion and Emotion Management in Destructive and Productive
Conflict in Culturally Heterogeneous Workgroups" (November, pp.17).

90/00

Janice M Paterson & Charmine Hantel "Explaining Employees' Responses to Large Scale Organizational Change: An
Integrated Model of Key Affective and Cognitive Factors" (November, pp. 15).

"Managerial Remuneration in Australian

"The Academic Work Environment in Australian Universities: A Motivating Place to

"Accidents in the Adventure Tourism Industry: Causes, Consequences, and Crisis

2000 W O R K I N G P A P E R S E R I E S
91/00

Terry Andrew Siutryk "An Introduction to Business Continuity Planning" (November, pp.11).

92/00

Clarence L W Reser & James C Sarros "The Practical Utility of Leadership" (November, pp. 14).

93/00

Clarence L W Reser & James C Sarros "The Concept of Leadership" (December, pp. 14).

94/00

Michelle R Greenwood "Ethics, Stakeholders and HRM. A Review and Conceptual Analysis" (December, pp.18.)

95/00

Judy Gray "A New Measure of Entrepreneurial Decision-Making Style" (December, pp.15).

96/00

Julian Teicher, Bemadine Van Gramberg & Peter Holland "Outsourcing in Australia and the Trade Union Response:
Electricity Generation in Victoria'' (December, pp.21).

97/00

Phyllis Tharenou "Gender Differences in Explanations for Relocating or Changing Organizations for Advancement"
(December, pp. 18).

98/00

Peter Townsend & Len Cairns "Ethnoconsumerism in Tourism, the need for Ethnocapability" (December 2000, pp.13).

99/00

Peter Townsend & Len Cairns
Marketing" (December, pp.13).

"Ethnoconsumerism and Ethnocapability: An evolution of Typologies in Relationship

100/00

Warwick Frost "Migrants and Technological Transfer: Chinese Fanning in Australia, 1850-1920" (December, pp.14).

101/00

Kevin B Lowe, John Milliman, Helel De Cieri & Peter J. Dowling "International Compensation Practices: A Ten-Country
Comparative Analysis" (December, pp.31).

102/00

Sam H. Ham & Betty Weiler
Countries" (December, pp. 11).

103/00

Julian Teicher, Bemadine Van Gramberg & Peter Holland "Outsourcing in Electricity Generation and Union Responses"
(December, pp.12),

104/00

Len Pullin, Ali Haidar & Gerry Griffin "Trade Unions and Industrial Restructuring: A Regional Case Study" (December,
PP 16).

"Six Principles for Tour Guide Training and Sustainable Development in Developing

DEPARTMENT OF MANAGEMENT
2001 WORKING PAPER SERIES
1/01

Amy Wong & Amrik Sohal "Customer-Salesperson Relationships: The Effects of Trust and Commitment on Relationship
Quality" (January, pp. 18).

2/01

Amy Wong & Amrik Sohal "On Service Quality, Service Quality Dimensions and Customer Loyalty" (January, pp. 22).

3/01

Ken Coghill & Sonja Petrovic-Lazarevic "Self-organisation of the Community: Democratic Republic or Anarchic Utopia"
(January, pp. 10).

4/01

Darren N. Hanson & James C. Sarros "Outsourcing: An Historical Perspective" (January, pp. 7).

5/01

Elizabeth Prior Jonson "Paternalism and Corporate Responsibility" (January, pp. 10).

6/01

Richard Cooney "Autonomous and Empowered Team Work in the Australian Motor Vehicle Industry" (January, pp. 17).

7/01

Cornelis Reiman & Edoardo Zambruno "The Ethnic Wage Gap in Australia - when Accounting for Linked EmployerEmployee Data" (February, pp. 22).

8/01

Helen De Cieri, Julie Wolfram Cox & Marilyn S. Fenwick. "Think Global, Act Local: from Naive Comparison to Critical
Participation in the Teaching of Strategic International Human Resource Management" (February, pp. 11).

9/01

Helen De Cieri & Mara Olekalns "Workforce Diversity in Australia: Challenges and Strategies for Diversity Management"
(February, pp. 14).

10/01

Marilyn Fenwick & Helen De Cieri "Performance Management: Linking Strategy and Human Resources" (February, pp. 11).

11/01

Alison M Dean & Christopher Kiu "Performance Monitoring and Quality Outcomes in Contracted Services: An Exploratory
Study" (February, pp. 10).

12/01

Clarence L W Reser & James Sarros "The Future of Leadership Research" (February, pp. 8).

13/01

Brendan Shaw & Owen Hughes "Exports, Export Culture and the Australian Economy" (March, pp. 14).

14/01

Marjorie A Jerrard "The Roman Public Building Industry: Challenging the Terminology and Application of Post-Fordism"
(March, pp. 13).

15/01

Nick Wailes & Gaby Ramia "Globalisation, Institutions and Interests: An Integrated Framework for Comparing Industrial
Relations Reform in Australia and New Zealand" (March, pp.15).

16/01

Michelle R. Greenwood "Community as a Stakeholder in Corporate Social and Environmental Reporting" (March, pp. 16).

17/01

Owen Cope & Dianne Waddell "Leading Change in E-Commerce" (March, pp. 12).

18/01

Susan Blacklow & Dianne Waddell "Resistance: An Impediment to Integrating Environmental Principles? (March, pp.12).

19/01

Brendan Barrett & Dianne Waddell "Quality Culture and its Impact on Quality Performance" (May, pp. 8).

20/01

Glennis Hanley
(May, pp. 10).

21/01

Tui McKeown "The Marginalised and Vulnerable within the Professional Contractor Workforce" (May, pp. 11).

22/01

Phyllis Tharenou "Does Training Improve Organizational Effectiveness? A Review of the Evidence" (May, pp. 19).

23/01

Ron Edwards "Foreign Direct Investment: One Element of Corporate Strategy" (May, pp. 15).

24/01

Warwick Frost "Strategies for Effective Tourist Data Collection for Small Regional Areas: A Case Study of the EchucaMoama Tourism Study" (May, pp. 11).

25/01

Cherrie J Zhu & Peter J Dowling "Reforms In Ownership Structure And Its Impact On Human Resource Practices In China:
Implications For International Business" (May, pp. 20).

26/01

Sonja Petrovic-Lazarevic "Electronic Business Culture Ethical Dilemmas" (May, pp. 9).

27/01

Judith Rich & Julian Teicher "Testing Efficiency Wage Theory: The Views of Actual Market Participants" (May, pp. 21).

28/01

Andre Spicer, John Selsky & Juiian Teicher "Conflict and Collaboration in the 1998 Melbourne Port Labour Dispute: The
Role of Discourses in Domain Evolution" (May, pp. 27).

29/01

Xin Yu, Betty Weiler & Sam Ham "Intercultural Communication and Mediation: A Framework for Analysing Intercultural
Competence of Chinese Tour Guides" (May, pp. 11).

30/01

Paula Darvas, Carol Fox & William Howard "Trade Union Finance: Lacunae in Regulation" (May, pp. 18).

31/01

E. Anne Bardoel, Phyllis Tharenou & Simon Moss "Work-Family Practices and Accommodating Work-Family Workplaces:
A Combined Institutional and Resource Theory Explanation" (June, pp. 28).

32/01

Shams-ur Rahman & Amrik S Sohal "A Review and Classification of Total Quality Management Research in Australia and
an Agenda for Future Research" (June, pp. 22).

33/01

Amrik S Sohal, Robert Millen & Simon Moss "A Comparison of the use of Third Party Logistics Services by Australian
Firms between 1995 and 1999" (June, pp. 11).

34/01

Phyllis Tharenou "Undertaking International Work Overseas and at Home: Why are Alumni Willing?" (June, pp. 25).

"Union Effectiveness: It Ain't Watcha Do - It's The Way That You Do It - That's What Gets Results"

2001 W O R K I N G P A P E R S E R I E S

35/01

Phyllis Tharenou & Edoardo Zambruno "Arc the links between Mentoring and Career Advancement Different for Women
and Men" (June, pp. 16).

36/01

Sonja Petrovic-Lazarevic "Ethical Dilemma in Defining the role of Chief Information Officer" (June, pp. 9).

37/01

M Sadiq Sohail & Amrik Sohal "The use of Third Party Logistics Services: a Malaysian Perspective" (July, pp. 12).

38/01

Mary Anderson "Cross-Cultural Communication in the Global Classroom: Issues and Implications" (July, pp. 9).

39/01

Phyllis Tharenou "The Relationship of Training Motivation to Participation in Training and Development" (July, pp. 21).

40/01

Sonja Petrovic-Lazarevic, Ken Coghill & Ajith Abraham "Neuro-Fuzzy Support of Knowledge Management in Social
Regulation" (July, pp. 12).

41/01

Diannah S Lowry & Alan Simon "Creating Internal Customer Delight: Towards Improved Employment Practices for Casual
Workers in the Registered Clubs Industry of New South Wales, Australia" (July, pp. 14).

42/01

Jan Schapper "A Psychodynamic Perspective of Electronic Selection and Recruitment or does Monster.Com Byte?" (July,
pp. 10).

43/01

Ron Edwards, Adlina Ahmad & Simon Moss "Sustaining the Growth Effects of Foreign Investment:
Multinational Subsidiaries in Malaysia" (July, pp. 12).

44/01

Shameem Mustaffa & Nicholas Beaumont "Electronic Commerce and Small Australian Enterprises" (July, pp. 7).

45/01

Christine Costa & Nicholas Beaumont "Information Technology Outsourcing in Australia" (July, pp. 7).

46/01

Nicholas Beaumont "Insourcing, Outsourcing and Service Level Management" (July, pp. 10).

47/01

Wai Ling Lee & Nicholas Beaumont "What makes Expatriate Assignments Successful" (July, pp. 5).

48/01

Nicholas Beaumont "Solving a Mixed Integer Program by Fathoming Dual Programs" (July, pp. 8).

49/01

Nicholas Beaumont "The Effect of Grouping on Regression Analysis" (August, pp. 18).

50/01

Amrik Sohal, Mile Terziovski, Damien Power & Adlina Ahmad "Integrated Supply Chain Management: A comparison of
Experiences amongst Australian and Malaysian Companies" (August, pp. 10.)

51/01

Ambika Zutshi & Amrik S- Sohal "Environmental Management Systems Implementation: Some Experiences of Australian
Auditors" (August, pp. 7).

52/01

Ian Sadler & Amrik S. Sohal "A Process for an Integrated Operations and Logistics Strategy" (August, pp. 14).

53/01

Richard Cooney "Is "Lean" a Universal Production System? Batch Production in the Automotive Industry" (August, pp. 16).

54/01

Owen Hughes & Ramanie Samaratunge "Development and New Public Management: Partners in the New Century" (August,
pp. 13).

55/01

Owen Hughes "The Way Ahead for New Public Management" (August, pp. 10).

56/01

Ramanie Samaratunge & Dianne Waddell "Are you Being Served? Assessing Performance of Decentralization in Sri Lanka"
(August, pp. 19).

57/01

Patricia Davis & Jeffrey McLean "Trust and a "Certain Type of Relationship" (August, pp. 7).

58/01

Wendy A Smith & Chris Nyland "Islamic Identity and Work in Malaysia: Islamic Worth Ethics in a Japanese Joint Venture in
Malaysia" (August, pp. 20).

59/01

Joyce Chew Yee G an, Ramanie Samaratunge & Wendy Smith "Work-family Conflict and Women Managers: Empirical
Evidence from Malaysia" (August, pp. 13).

60/01

Megan Seen, Nicholas Beaumont & Christine Mingins "Benchmarking Business Processes in Software Production: A Case
Study" (August, pp. 18).

61/01

Richard Schroder, Nicholas Beaumont & Amrik Sohal
Performance" (August, pp. 18).

62/01

Warwick Frost "The Financial Viability of Heritage Tourism Attractions: Three Cases from Rural Australia" (August,
pp. 10).

63/01

Alison Dean "Links between Organisational and Customer Factors in the Delivery of Service Quality: A Review of
Evidence" (August, pp. 16).

64/01

Ashraf U Kazi & Peter Townsend
(August, pp. 12).

65/01

Melanie Bryant "New Management and Old Employees: The Implications of Group Differentiation on Employment
Relations" (August, pp. 10).

66/01

Tim Haslctt & Charles Osborne "Creativity at the Edge of Chaos" (August, pp. 10).

67/01

Ramanie Samaratunge & Lynne Bennington "Public Sector Reforms in Sri Lanka: An Empirical Study" (August, pp. 13.)

The Case of

"Advanced Manufacturing Technology, Planning and Business

"The International Labour Organisation and Legislation Relating to Child Labour"

2001 W O R K I N G P A P E R S E R I E S

68/01

Alison Dean, Damián Morgan & Tang Eng Tan "Service Quality and Customers' Willingness to Pay more for Travel
Services" (August, pp. 11).

69/01

Amy Wong & Amrik Sohal "Evaluating Service Encounters from the Customers' Perspectives: The Effect of Service Quality
on Overall Relationship Quality" (August, pp. 17).

70/01

Loretta Inglis & Stella Minahan "Stakeholders and Strategic Planning: Experiences of an Australian Nonprofit Organization
1993-2001" (August, pp. 12).

71/01

Glennis Hanley "Union Satisfaction in the Pacific Rim. A Comparison of Union-Member Relations and Satisfaction with
Unions in Australia and South Korea" (August, pp. 16).

72/01

Damien Morgan "A Bridge to Nowhere or Will Bright Re-A-Pier? Exploring Community Desire for the Resurrection of a
symbol" (August, pp. 10).

73/01

Al Rainie "Globalisation - The Implications for Country Victoria" (September, pp. 7).

74/01

TueMcKeown "Changing and Challenging Aspects of Commitment in the Contract Workforce" (September, pp. 14).

75/01

Sugumar Mariappanadar "Sustainable Human Resource Management: A New Perspective for Organisations" (September,
pp. 8).

76/01

Marilyn Fenwick & Helen De Cieri "A Comparative Study of Expatriate Performance Management in Normative,
Remunerative and Dual Compliance Contexts" (September, pp.18).

77/01

Ken Coghill "Governance in the UK: Fuzzy Federalism" (September, pp. 37).

78/01

Richard P. Winter & James C. Sarros "Corporate Reforms to Australian Universities: View from the Academic Heartland"
(September, pp. 20).

79/01

Geraldine Healy, Jim Telford & Al Rainnie "Policy and Practice in General Print: The Workplace Reality of National
Bargaining" (November, pp. 17).

80/01

Warwick Frost "Did They Hate Trees? Attitudes of Farmers, Tourists and Naturalists Towards Nature in the Rainforests of
Eastern Australia" (November, pp. 13).

81/01

Leeora D. Black & Charmine E.J. Hartel "Public Relations Orientation: The Construct and its Dimensions" (November, pp.
16).

82/01

Leeora D. Black & Charmine E.J. Hartel "Public Relations Orientation How Public Relations Consultancies can "Grow Up"
(November, pp. 15).

83/01

Alberto Ramirez & Charmine E.J. Hartel "How do Stereotypes Affect the Ability to Deliver Good Service in the Hospitality
Industry?" (November, pp. 17).

84/01

Cherrie Jiuhua Zhu & Peter J Dowiing "Changes in Contextual Variables in China's Human Resource Management (HRM):
Implications for HRM Convergence and Divergence" (November, pp. 18).

