
Chapter 3 - Organizational Settings

Major Concepts and Elements
Top executives determine the status and role of public relations in organizations, as well as establish the 
major thrust of public relations by their words and actions.
If public relations is to become and remain part of the management team it must contribute to achieving 
organizational goals and demonstrate accountability through measurable results.
Public relations is part of staff management, serving as advisers and support staff to line managers. 
Line management has both the responsibility and the authority to set policy and to make decisions 
about operations and organizational behavior.
Advantages of internal public relations departments are: 1) team membership, 
2) knowledge of the organization, 3) economy for ongoing programs, and 4) availability.
Disadvantages of internal departments include: 1) loss of objectivity, 2) domination by and 
subservience to others in the organization, and 3) confused mission and roles.
The “Excellence Study” identified the following factors as determinants of public relations 
effectiveness: 1) Empowerment of the function—the senior public relations executive is part of the 
dominant coalition and involved in strategic planning, 2) Communicator role—the public relations unit 
is headed by someone able to enact the manager role (rather than the technician role), 3) Organization 
of the function—an excellent public relations units integrates all subparts of the function into a single 
department, and 4) Model of public relations—the department reflects the two-way symmetrical, or 
mixed-motive, model of public relations. 
Public relations departments must work closely with other departments, including marketing, legal, 
human resources, and organizational development. 
Advantages of external counseling firms include: 1) variety of talents and skills, 
2) objectivity, 3) range of prior experience, 4) geographical scope of operations, 5) ability to reinforce 
and upgrade internal staff efforts, 6) flexibility, and 7) reputation.
Disadvantages of external counsel include: 1) questions about cost, 2) perceived threat to old guard and 
set ways, 3) resistance to outsider advice, 4) personality conflicts, 5) clients’ lack of understanding of 
public relations, 6) unavailability of clients to outside counselors, and 6) counselors’ superficial grasp 
of client organization’s unique problems.
Common methods used by outside counseling firms for charging clients include: 
1) monthly retainer, 2) minimum retainer plus actual staff time charges, 3) straight hourly charges, and 
4) fixed project fee.

Multiple Choice Questions
1. For public relations to remain part of the management team, what must it do?

A. Conduct research on other departments to gain an edge at budget meetings
B. Join line management
C. Become part of the marketing department
D. Prepare communication audits
E. Contribute to organizational goals and show measurable results

2. Which of the following is required of top management for long–term public relations success?
A. Commitment to and support of public relations
B. Incorporation of public relations perspectives in policy making
C. Coordination of what is done with what is said
D. Clearly defined goals and objectives
E. All of the above



3. Which one of the following explains why the text refers to public relations as a staff function? 
A. Staff functions include all of top managers
B. Staff officers direct other officials
C. Staff officers include heads of engineering, production, and marketing
D. Staff officers determine the ground rules and sets the course
E. Staff functions advise those who have the authority to set policy and oversee operations

4. Which of the following best represents team membership?
A. Internal department advantage C. External firm advantage
B. Internal department disadvantage D. External firm disadvantage  

5. Which of the following best represents economy for a continuing public relations effort? 
A. Internal department advantage C. External firm advantage
B. Internal department disadvantage D. External firm disadvantage  

6. Which of the following best represents loss of objectivity? 
A. Internal department advantage C. External firm advantage
B. Internal department disadvantage D. External firm disadvantage

7. Which one of the following determines if the public relations department will be part of an 
organization’s decision-making coalition—management (according to findings from the 
“Excellence Study”)?
A. The practitioners’ individual characteristics—“the intangibles”
B. The extent that the practitioner does research—“scanning for planning”
C. How long the practitioner has been in the position—“seniority has its rewards”
D. The specification of public relations as a staff position—“clear job description”
E. The public relations staff has the knowledge to enact the “manager” role 

8. Which one of the following is NOT commonly used by public relations firms to charge clients for 
services?
A. Percentage of sales achieved D. Retainer plus staff time
B. Straight hourly charges E. Project fixed fee
C. Monthly retainer

9. According to counselors, the most common threat to a client–firm relationship is which one of the 
following? 
A. Clients’ questions about costs and hours billed
B. Resistance to outside advice by insiders
C. Superficial grasp of organization’s unique problems
D. Outsider threat to old guard and set ways
E. Personality conflicts



10. Which organizational function is most likely to conflict with public relations over institutional 
advertising and product publicity? 
A. Marketing C. Organizational development
B.  Legal counsel D.  Human resources/personnel

11. Which department is most likely to conflict with public relations over responding immediately to 
media requests for information during crises?
A. Marketing C. Organizational development
B.  Legal counsel  D.  Human resources/personnel

12. Which department is most likely to conflict with public relations over employee communications 
and internal relations?
A. Marketing C. Organizational development
B.  Legal counsel D.  Human resources

13. Which of the following arguments is the most persuasive against combining public relations and 
advertising firms? 
A. Public relations firms lose their independence
B. Clients lose the benefit of the counselor’s alternative view
C. Budgets and power for public relations are diminished
D. Two different histories and cultures make it difficult for them to form a team
E.  All of the above

Case Study Scenario Questions
The administrator of a large private hospital has decided to expand the role and function of public 
relations. She wants the expanded function to handle regular press relations and publicity for hospital 
programs, to produce monthly newsletters for community and user groups, and to manage the annual 
“Healthfest” special event. She asks you to counsel her on the advantages and disadvantages of adding 
a practitioner to her staff, versus retaining one of the local public relations firms.

1. Of the activities that she wants done in the expanded function, which would you most likely 
recommend to be done by an outside firm?

A. Handling the regular press relations
B. Producing publicity for hospital programs
C. Producing monthly newsletters
D. Managing the annual “Healthfest”
E. None of the above

2. If you owned a local public relations firm, which reason would you give her as the best reason 
for hiring an outside counsel versus establishing an internal staff?

A. Variety of talents and skills D. Geographical scope of operations
B. Objectivity E. Flexibility
C. Range of prior experience


