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Strategic Communication

Strategic Cornmunication comprises different forms of goal-orienred comrmu-
nicacion inside and between organizations, their stakeholders and che society.
Straregic communication is an emerging practice and research field integrat-
ing established disciplines such as public relations, organizational commu-
nicarion and marketing communication inco a holistic framework. The field is
based on an awareness of the fundamenral imporrance of communicartion for
the exisrence and performance of all organizarions,

This texcbook offers a broad insight into che field of scrategic communica-
tion. The main aim of the book is to give a general overview of cheories,
concepts and methods in scrategic communicacion. The book also aims to
develop an underscanding of differenc perspectives and the consequences each
one has for pracrice. Afcer reading che book the studenr or reader will be able to
define and reflect upon scrategic communication as an academic field and
professional practice, describe relevane cheories and apply these o communication
problems.

The authors apply a reflective and practice-oriented approach meaning ear-
lier research or theories are not only described, buc also discussed from dif-
ferenc crirical perspectives. A practice-oriented approach means, in this book,
thar the auchors strongly emphasize che role of contexrs and situations—
where strategic communication actually happens. This book will help busi-
ness and communications students to not only define and understand a variety
of strategic communicarions theories, but to use those theories to generate
communicacion strategy and solutions.

Jesper Falkheimer and Mats Heide are professors in Scraregic Communica-
tion at the Department of Strategic Communication, Lund Univemsity in
Sweden.
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Preface

This fundamental textbook is the first that covers the quickly expanding and
popular field of strategic communication. Stracegic communicarion is a multi-
disciplinary subject, relevant to several secrors of lare modern society—in
business, government, politics and culcure. The main aim of the book is to
give undergraduate students a general overview of theories, concepts and
methods in strategic communication. The book also aims to develop an
understanding of different perspectives and the consequences they have for
strategic communication in theory and practice. After reading the book rhe
reader will be able to define and reflecc upon strategic communication as an
academic field and professional practice, describe relevanc cheories and apply
these to communication problems.

Strategic communication is the pusposeful wnse of communication by an vrganiza-
tion to fulfill its mission (Hallahan, Holtzhausen, van Ruler, Ver¢ic, & Srir-
amesh, 2007). From a hiscorical perspective, strategic communication is as old
as organizations, since organizations per se always have goals and are commu-
nicacive. But from a managerial and professional angle strategic communica-
tion has a shorter history. From a research perspecrive, strategic
communication is an emerging field of knowledge bridging established
research felds such as public relacions, organizational communication, and
marketing communications. In the broadest sense of the term, organization in
this context refers ro private companies, public auchorities and organizations,
associations, and inrerest and activist groups. During the lasc two decades,
strategic communication has become institutionalized in rhe international
academic community through university departments, educational programs,
professorships, scientific journals, handbooks, conferences, and so forth.
Tench, Verhoeven and Zerfall (2009) concluded chat strategic communicarion
is insticucionalized in two differenc ways: (a) as a behavioral organizacional
patcern and (b) as a cognitive managerial perspective, meaning that strategic
communication has become a critical aspect integrated in decision-making
and planning. This conclusion is based on a European survey and not valid for
all parts of the world, bue with less doubt in mosc developed countries. This
textbook explains core concepts and theories in strategic communicarion,
using examples from earlier research and our experience from pracrice. We
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begin by explaining fundamental concepts about communicacion, organiza-
tion, and straregy, then go on to explore some crucial communication pro-
cesses such as leadership, social change, mediatization, crisis, and change.
Finally, we make some reflections on the current srarus of the field of strategic

communicacion and discuss some new approaches and concepts such as “the
communicative organization.”

The value of straregic communication

Larer in the book we will go into different definitions of our subject, bur here
we start the orther way around and describe three contemporary sicuations
where strategic communication is practiced.

First, imagine yourself as a manager and member of the execurive com-
mittee in a corporation selling mobile phones. One day a regional manager
calls you and says: We have a problem. The same day a human rights group
has started a campaign against your corporation due to the fact chat an
investigatory report has shown that the mobile phones are produced by a sub-
contractor in a South Asian country by workers who are created badly by their
superior staff. There are documented examples of workers who have protested
rowards the working conditions being physical punished. As you speak,
hundreds of customers and non-customers are posting critical messages on the
corporation’s social media channels. News media journalists are srarting to
call managers and employees trying to get comments. Employees are won-
dering whar is going on; several are ashamed of rheir corporation. The main
issue here is not a communication issue; rather it is a question of working
conditions, organizational conrtrol, ethics, and sustainabilicy. But it is also a
typical situation where theories and practices of strategic communication are
called for. The corporarion stands in front of several strategic communication
questions: How do we handle the flood of critique in the social media chan-
nels? Whar do we answer che journalists? Who will be the spokesperson?
How do we reach ouc to the over 10 000 employees situated in twelve different
countries? How do we communicate with the other different stakeholder
groups such as customers, investors, government and politicians? Can we base
our activities in any strategy or plan? Qur corporate brand is well ranked by
the customers according to cthe latest measurement—svhat will happen now and
how may we repair our image? These are all typical scracegic communicarion
questions, involving the whole organization and rransgressing borders
between actions and communications, developed in an organizational crisis.

A second example, aiming to increase understanding of the relevance and
value of strategic communication, involves issues of trust and democracy in
society. Imagine yourself as a communications officer working for the nacional
police authority. According to a narional survey answered by a representative
sample of cirizens in your country, public trust in the police has decreased by
20 percent since last year. There may be several reasons for this: a decline in
solved crimes, internal dissatisfaction with a reorganizarion wichin the police
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thar led to a public debate, or a recent investigacive TV documentary that
questioned police efficiency and management. All organizations depend on
trust among their internal and external stakeholders and chis is even more true
for judicial and securicy authoricies. The main reasons behind the decline in
organizational trust may be facts racher than communicative issues, but even
if that is the case, there is always a straregic communicative dimension. In the
case used here, it may be thar cthe reorganization in itself is questionable, leading
to a decline in solved crimes and public questioning of police efficiency. Bur it
is also possible that there are communication problems that need to be
addressed. Perhaps the organizacional change process has failed due to a bad
implementation of the new organization. If the police management has not been
able to break down and communicace che new strategy so thar ic is interpreted as
meaningful for employees, it is a matter of communication failure, which
leads to a decline in efficiency. The negative discussion char occurred outside
the organizarion, where journalists have reproduced internal criricism, may be a
consequence of this. As 2 communication officer, you have several challenges co
handle. You must of course manage the direct adverse situation and support
and advise managers with facts, informacion, messages, and channels. Even more
important is to systematically listen to internal and excernal stakeholders and
develop a plan for how to regain organizarional rruse.

A third example showing the relevance and value of strategic communica-
tion is public diplomacy. The concept of public diplomacy is debated among
scholars, From a rraditional standpoeint, public diplomacy is scrategic com-
munication from a nation-state to publics in other councries aiming ro influ-
ence thern and promoting national interests, especially regarding foreign
policy. Since cthe millennium shift, several scholars have challenged rhis cra-
ditional sender-oriented approach and the concepr of #ew public diplomacy
has emerged (Pamment, 2013). New public diplomacy involves not only
narional states but also non-scare organizations. The role of global media
rechnology is crucial to the development of new public diplomacy, based on a
more complex and interactive view of communication (Leonardi & Bailey,
2008). Imagine yourself as a communicarions consultant hired by che
deparcment of defense in your country. After signing several confidencialicy
agreements, you are invited to be a member of a communicarions team char
has che rask of countering disinformation spread by a foreign power through
social and cradicional media in differenc parcs of the world. Media analysis and
opinion polls show that your country is becoming increasingly associated wich
national insecuricy, political extremism, and violence in the streets. The
negative image has begun to have negative consequences such as reduced
rourism, a decline in foreign investments, and problems wich incernational
cooperarion. Facts and figures show that the negative images thar are spread
about your country are based on rumors and disinformation deliberacely
spread by a foreign power ro harm your country’s national interests. The
communications team has to analyze che situacion, create a communication
strategy, and enforce chis through various activities. The rask is extremely
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demanding since you need to both oppose the spread of disinformation and
re-establish an accurate image of your country. You cannot use unethical
methods and must be aware that a counter campaign may increase polarization
and amplificacion,

All ehree examples show thart strategic communication, viewed as a practical
coolbox filled with persuasion strategies and cactics, is a double-edged sword. As
with social media, for example (Smudde, 2005), chese strategies and tactics
may be used for something good, bue may also be used for manipulacion and
propaganda. Just as much as democracic states, corporations and NGOs, ter-
rorism organizarions alse implement and use scraregic communicacion strategies
and racrics.

The approach and structure

This textbook aims to give a broad insight into the field of strategic com-
munication, but obviously, we as authors have a perspective that influences the
structure and content. In simplified terms, we apply a reflective and practice-
oriented approach. A reflective approach means that we noc only describe earlier
research or theories but also discuss chemn from different critical perspectives.
A practice-oriented approach means, in this book, that we strongly emphasize the
role of conrexrs and siruations—where communication happens. This does not
necessarily mean thar we reject all general models, but we are skeptical
rowards universal claims when it comes to strategic communication.

There is often a large discrepancy between whac is discussed and debated ar
the forefront of research and what is discussed in class. Czarniawska (2008)
discusses the same problem in che field of business administracion. According
to Czarniawska, teaching is often based on rradirional theories thar are nor-
mative; they point towards a desired direction and a desired position. Such
theories are usually easy ro visualize in general models. Czarniawska believes
that simple models have an acrraceion, not necessarily due o their actual
explanatory power but due to their aeschetic appeal. Complex phenomena are
simplified into decontextualized models. This is the reason why we see sim-
plified communication models reproduced zand used in rextbooks, especially in
the management and marketing fields. The simple and rherorically powerful
models are cthus used in basic training, and pracritioners who have learned
these theories have them as a srarting point and reference poinc (see Varey,
2000). This is problemaric because many managers emerge from a universicy
educarion colored by a certain, simple approach to communication thar is
linked to linearicy, fixed communications roles (rransmicter and receiver), and
causality (have an uni-directional effect). In chis book, we do not present one
easy solution or model, how rhertorically convincing this might be. Qur
ambirion is to reduce the discrepancy between recent research and texcbooks.
We also believe thar students of strategic communicacion need to get an
insight into the whole picture of the field: che history, theories, and methods.
This is what this book aims to give the reader, but we strongly encourage
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serious students {and practitioners) to dig deeper and also read original cexcs.
In chis book we use as many references as we can and we hope chat the curious
reacer will look at cthese too.

The structure of the book is, hopefully, easy to grasp. Here we briefly
describe the different parts. The introduction describes the evolucion of strategic
communicacion in modern organizations and society. We will define the field,
reflect upon the concepr, and contextualize strategic communication. In a
simple and clear way we will make the case for developing deeper knowledge
about strategic communication from societal, organizational and critical
perspectives. The concept of reflexivity will be used in a discussion about the
incimace relarionship berween communicacion and organizacions. In the second
pare, we will describe che development of practice and highlight some of the
main industry crends, issues, and challenges (with a specific focus on digica-
lization and its consequences). After the introduction, we have divided che
book into two main sections: fandamentals (what is communicacion; what is
strategy—and scrategic communication?) and commuenication processes (focusing
on different communication processes that are related to sociery and
organizarions).

In the first fundamencal chapeer, What is communication?, we define com-
munication and present a selection of communication theories relevant to the
management of communication within and berween organizations and
society. Communication and related conceprs such as information and sense-
making are discussed. Two basic perspectives are defined: communication as
transmission or as ritual. Then a number of key theories of communication are
presented, e.g. rhetoric, transmission models {from 1920 onwards), and per-
suasion models (e.g. agenda-serring theory and dissonance theory), critical
communication theory (Habermas's cheory of communicative and strategic
action), as well as normative and inscrumenral models (e.g. the Excellence
study). In the second part of the chapeer we focus on contemporary theories of
co-creation and digital communication. We describe communication theory
from a hisrorical perspective, stressing thac its development should be seen as a
dialectic movement chat oscillaces becween che transmission and sensemaking
ideals.

In che second fundamental chapter, What is strategy?, the aims are ro discuss
and reflect on how the concepe of strategy may be incerpreted from a com-
municarion perspective and to develop arguments for an increased emphasis
on a pracrice- and process-oriented approach. Initially, we describe how tra-
dicional serategy theory is built on a philosophy of rationalicy. Examples are
given of how organization executives and their advisors construce goal-oriented
plans, which are implemented chrough differenc ractics ac different and lower
levels in the organizations. These strategies are expected to be based on valid
and relevanr background research; there are several mechods for obtaining
background material in strategic communication such as benchmark analysis,
media analysis, and quancicarive surveys focusing acricudes rowards an issue or
phenomenon. The four stages for optimizing communication are described:
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research, planning, implementacion, and evaluacion. In rhe second half of the
chapter we reflect upon the cradicional scrategy approach, link this to the
transmission model of communication, and develop arguments for an increased
emphasis on a practice- and process-oriented approach. Four strategy perspec-
tives (classical, evolurionary, processual, and systemic) developed by W hitting-
ton (2001) are analyzed and linked to strategic communication. The processual
perspective is developed further, focusing whar practicioners accually do when
they act as communication strategists in organizations.

In the last fundamental chapter, What is strategic communication?, we inte-
grate theories and ideas from che earlier chapters and deepen the discussion
abour strategic communication that was begun in the introduction. Inicially,
we describe the history and main theories in the three interrelated fields chat
are integrated in strategic communication: public relations, organizational
communication, and marketing communication (with an emphasis on brand-
ing). We then present examples of actempts to integrate these fields and dis-
cuss concepts such as corporate communication, integrated communication,
and communication management, The relacionships between different com-
munication logics in marketing and strategic communication are analyzed. In
the main part of the chapter we present strategic communicacion as a field of
knowledge (definitions, models, etc.). We also give an insight into practi-
tioners” roles and perspectives and list relevanc journals, business sources, and
so forth rhar students may use 1o gain deeper knowledge.

In the nexc seccion we focus on differenct and crucial strategic communication
processes.

First, we present broad theories and ideas about sociery, social change, and
Strategic communication. In chis introductory chapter, the aim is to give a broad
overview of strategic communication from a societal perspecrive. We discuss
modernity, postmodernity, and late modernicy from different angles. We
conclude thar che established disciplines public relations, markering commu-
nicarions, and organizational communication can be interpreted as linked to
the modern mass society that developed during the last centuries, while scra-
tegic communication may be viewed as a consequence of late modernicy. The
chapter links back to the introduction in so far as it increases the under-
standing of why strategic communication has evolved to become a powerful
pracrice in society.

Second, we focus on organizational identity and cuiture, which constitute che
foundation of an organization. Organizational identity is produced and
reproduced by communication and should never be understood as completed
or fixed. Often, organizarional idenrity is undersrood as a social process when
members identify themselves with an organization. This identification and
what organizational members see as imporcant values of an organization
depends on background, interest, profession, and so forth. Hence, there are
often several different idencities wichin a single organization, Organizational
culture encompasses among other chings values, norms, beliefs, habits, and
principles among organizational members. As is the case with organizational
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identities there are often several cultures wicthin an organization. Organiza-
tional culcure is also a product of communication and is consolidated by
continuous communication processes. In this chaprer we will present boch the
traditional understanding of these rwo phenomena and contrast it with new,
alternative research thar quesrions the possibility of controlling and managing
organizational members when it comes to organizacional identity and culture.
We focus on communicative leadership and coworkership: two processes that have
excited considerable interest among borh practitioners and scholars. Leader-
ship is one of mosr researched fields within the research fields of management,
psychology, and organizational communication. Even if organizacional idencicy
and culture are prerequisites for a well-funccioning organizacion and also che
most effective forms of control, it would noc be possible for an organization to
survive in the long run withour both leadership and coworkership. The
importanc  role of communication in the leadership process has been
acknowledged since the 1930s. Communication is a large parc of leadership.
Modern research emphasizes chat leadership is a dual process, enacted by boch
the leader and coworkers (or followers as they are more commonly termed in the
literacure). The fundamental role of coworkers and coworkership in organizations
has recently become widely accepted.

Third, we discuss change and crisis communication, two of che most important
fields and disciplines for communication professionals. Scholars have for dec-
ades declared rhat we live in a postmodern, liquid, fluid, and ever-changing
risk society, and chis has certain consequences for organizarions. There are
many risks, incernal and excernal, that might evolve into a crisis. Today this is
very common, wich large organizational change processes aiming to adapt to
changes in the market, new technological innovacions, or just because there is
a strong managerial discourse thar proclaim change programs. There are many
similarities between change processes and crisis situations. Borh produce
increased uncertaincy and creace a significant need for informarion, commu-
nication, and sensemaking. We will present and discuss boch rradirional and
contemporary research within these cwo fields.

Fourrh, we highlight mediatization: from traditional to social media. The role
of traditional news media and social media is highlighted in chis chaprer. The
aim is to review the literature on news media, social media, and strategic
communication, describing the new communication struccture, and challenge
old concepts and perspectives. The chapter discusses the role of news media
and media relations bur mainly focuses on social media as technologies woven
into a social and culeural communication structure. Parriciparory commu-
nicacion strategies are presented, as well as theories of propaganda in old and
new contexts. The chapter addresses some of the challenges, opporrunities,
threars, and changed practices that can arise from an organization’s approach
to participatory communication through use of social media. Different examples
are used co illustrace the pros and cons of social media: how corporations can
creace new forms of communication processes and how terrorist movements
can use social media for unechical strategic communicacions.
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In the final part, furnre developments, we present our ideas for fucure devel-
opment within the field. This is executed by using che emerging concept of
the communicative organization. In this chaprer we focus on contemporary trends
and the lacest research about scrategic communication from an organizational
approach.

The targer group of this book is primarily undergraduate students in stra-
tegic communication, which may be the core of a whole education program or
a course in a program with another core discipline such as business adminis-
tration, political science, journalism, or basically any other field (since strate-
gic communication is valid as a dimension in most fields). We also direct the
book towards practitioners in communicarions, management, marketing, and
so forth who want to develop cheir chinking and doing.

We wanrt to thank our colleagues and students ac the Department of Stra-
tegic Communication at Lund University, Sweden as well as all our interna-
tional colleagues for giving us continuous inspiration. We also want to thank
all che clever and reflective communication professionals who have developed
our thinking.

Jesper Falkheimer and Mats Heide
January 2018



Introduction

Strategic communicacion is a knowledge field and interest within several
academic subjects. Consequently, theories and knowledge in scrategic com-
munication originate from several adjacent disciplines, From a traditional
perspective, there are two fundamental approaches for pracritioners and
researchers, One is an organizational approach that focuses on the importance
of strategic communicacion processes for organizational efficiency, culcure,
democracy, management, and similar aspects. The ocher is a societal approach
where the strategic communication processes are analyzed from the arritudes
or behavior of the public, the formation of public opinion, demacracy, cul-
ture, and so forch. We believe chat both appreaches are imporrant and valu-
able, and thac they are mucually beneficial. These approaches provide
practitioners and researchers with better opportunities to understand che
complex organizational life and che role of communication. As such, che ideal
is to produce a creative and critical double vision that takes us further cowards
a holistic perspective that is 2 core characteristc of strategic communicarion.

We understand scrategic communication to be the conscious organizarional
communication efforts to reach the overall goals (Falkheimer & Heide,
2011a). In the cenrter stands not the goals of a certain communicacion efforr or
projece, bur the work-related long-term goals or organizacional mission
(Frandsen & Johansen, 2017). Strategic communication is based on an
awareness of the fundamental importance of communication for the exisrence
and performance of an organization. Hence, communication is not only a tool
for informacion dissemination or conversations berween people.

The purpose of chis introduction is to put strategic communication in a
context and to demonstcrate show its importance in contemporary organiza-
rions. In Chapter 3 we will go deeper into a discussion of scrategic commu-
nicarion, integrating the discussion of communication in Chaprer 1 and che
reasoning of strategy in Chaprer 2.

Reflexivity

In this book we advocare a reflexive approach. That implies a critical under-
standing of on the one hand acting and thinking and on the other che
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framework of interpretation (which chiefly consists of academic theories, pri-
vate theories, and experiences), norms, and values. The mainstream licerature
on strategic communication, public relations, and corporate communication
builds on a “being-realism” ontology (see Chia, 1996) that celebrates ration-
alism and representationalism. We have written abour the need for an alcer-
native to the dominating managerial perspective within these fields
(Falkheimer & Heide, 2016). Other researchers—for example, David McKie
(2001 )—state thar che field of public relations is too insular and “cannot stick
with the traditional ‘value-free and neutral scientific observations’ [...] of old
research paradigms” (p. 91). However, there are now signs of an increasing
interest among reseacchers in alternacive perspectives, e.g. L'Erang (2004a),
Ihlen and Verhoeven (2012), and Christensen and Cornelissen (2011). It is
even possible to ralk of a “reflexive turn” characterizing researchers who are
aware of and discuss the active role they have in constructing a social realicy
when performing research. Both the collection of empirical material and the
reporting is a construction process in which certain aspects of the reality are
chosen, analyzed through certain cheories, and finally reported in articles,
book chapters, and books. Hence, the reflexive turn stands in sharp concrast to
the still dominanc belief that researchers are neuctral and completely objective.

To reflect is a question of meta-thinking—that is, chinking about chinking
or intecpretations of incerpretations (Alvesson, 2003). A reflective approach is
a prerequisite of learning and development. It is first when we leave our
ingrained opinions and perfunctory line of thought that we can see and
understand new things, and consequently generate new knowledge, which
can be used to develop pracrice. A very good example on reflexivicy is Marts
Alvesson and Andrew Spicer's (2012) arcicle A stupidity-based theory of organi-
zations, which has received a lot of attention in media, even oucside the
ordinary academic circle of readers. According to the authors, “functional stu-
pidity” is a lack of reflexivity and refusal co use che intellectual capacity in an
organizarion. Alvesson and Spicer oppose the common starring point that
organizations become successful through mobilizing the cognitive capacity
that is collected to management and coworkers. In a short sighe, funcrional
stupidity can—when organizational members for insrance do not question
different ways to performing a task—even be good since it makes the orga-
nization focused and action oriented. Nevercheless, funcrional stupidity has
obviously also negative aspects, such as unmotivated, cynical, and negative
coworkers, and it can even have negacive consequences in the long run from
boch an organizational and societal perspective. The interesting with che
approach that Alvesson and Spice take is char it goes beyond the normal
frames and actentions something thac rarely is discussed and often taken for
granted.

A prerequisite for a reflexive approach is a willingness to learn new things.
And a reflexive approach is also an absolute condition for becoming a more
professional praccitioner (Schin, 1983). Further, there is also a need for some
form of tool that can help a person reflect. Such tools are offered in chis book.
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Theories are tools thac help us see and underscand che surrounding “realicy,”
and different kinds of ctheory guide what we focus on, perceive, and under-
scand. Consequently, we see theories as lenses through which we consider che
“reality”. This perception of theories stands in contrast to the tradicional and
positivistic understanding of theories as “true” descriptions of the realicy.
Later in the book we will dig deeper into philosophy of science questions
concerning what can be regarded as knowledge and realicy.

There is a widespread notion that a clear border exists between theory and
practice, that theory and research, which only researchers deal with, are
divorced from realicy. You may find chis notion in several different contexts
and we have been amazed at all the instances thar reproduce chis under-
standing. Theory is often regarded as somerhing meaningless and complicared
that does not add something real or useful. However, this is not so. We—as
researchers—would inscead underline thar strategic communicacion racher
suffers from the opposite: there are too few theories and there is a need for
more research in the field. More research is needed partly to develop the
aggregated knowledge in stracegic communication and partly because the
practice needs to be refined, examined, and developed. For example, much
research shows that che large marketing campaigns we consrancly face are
rarely efficient—at least not in the long run. Nevertheless, new campaigns of
this kind are constantly carried out. Could this be explained by the fact cthac
marketers and adverrising agencies lack rtools to perform orher forms of
communication?

One explanation of the negarive perceprion of theorizing as someching chat
burdens and departs from reality has ics basis in the current view of knowl-
edge. According to chis view, knowledge is the product of work by research-
ers who, with che help of quantitative mechods, have captured objective and
true pictures of the realiy “our chere.” Knowledge is then understood as a
true mirror of reality. This has a strong relarion to communicacion and lan-
guage. Traditionally, language is also perceived as a mirror, based on the
belief that it is possible to communicate a “true” picture of objeccive reality
through language.

In a late modern view of knowledge there is an emphasis on the close
relationship becween theory and praccice: one cannoc exisc without the other,
they are mutually dependent. From chis perspective, knowledge is understood
as a perspective—a particular understanding of a phenomenon. Language is
regarded as a tool with which we produce our own understanding. Hence,
chere is no objective realicy, only a subjective reality for each human being,
created togecher wich other humans with the help of communication. In other
words, knowledge is relative and contextual. The metaphor chat is used for
knowledge in this context is glasses or lenses. By using differenc glasses, we
can obtain different understandings and knowledge. With rthis view of
knowledge there follows an understanding thar knowledge and knowledge
development is closely relaced to action and practice. Theories are by no
means highfalutin, a departure from “reality.” In an earlier book (in Swedish),
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Reflexive Commumication (2003), we underlined chat all communicacion profes-
sionals are theorists. Every single communication professional uses abstracrion
and inference to explain or understand how things are connected, and they
use their own theories and models to solve problems.

We maintain that che collaborarion berween researchers and practitioners is
fundamentcally imporcant and we therefore welcome all initiatives that try to
reduce the gap between research and practice. This was the reason we invited
practitioners to write texts in our anthology Strategic Communication: Research
and practice {in Swedish} (2011). The development of this cooperarion makes
only slow progress—far roo slow. A larger and more frequent exchange of
knowledge, thoughrts, and ideas between practitioners and researchers would
be very rewarding for all parties. We would also like o see greater interesr,
by both parties, in each others’ activities and contributions.

A close relation

Researchers long ago pointed ouc the close relation berween communicacion
and organizations. Already in 1938 the American business executive Chester
Barnard, who summarized his successful career in the widely distributed The
Functions of the Executive (1938/1968), emphasized that communication is a
fundamental part of an organization and that leadership and communication
are closely related. However, it was the publication of the second edition of
the American organizational psychologist Karl E. Weick's (1979) now classic
text The Socral Psychology of Organizing that prompted researchers in organization
studies to start paying serious attention to the central importance that com-
munication has in cthe continuous organizing process. The view of organiza-
tions thac Weick presents in the book stands in glaring contrast to the
tradicional, slightly sratic, understanding of organizations. Weick (2004)
claims that organizations are made up of a large number of formal and infor-
mal interpersonal relations between persons and that these relations must be
continually maintained. This occurs through interaction and communication,
which “renegotiates”—i.e. improves or weakens—each relationship. In most
cases the social structure chat makes up an organization—thar is, all rela-
tionships in an organizacion that form a partrern—awill be reproduced, buc che
structure can also be changed in some direcrion. According to Weick, it is
communication that produces and reproduces organizations. Communicacion
is a basic element of all organizarions and cheir accivities. The daily organizing
happens as much through informal dialogues in rooms and corridors as chrough
formal decisions (Czarniawska, 2008). Hence, it is impossible for an organi-
zation to exist without communicarion; an organization wicthour communication
will dissolve and cease to exist (Weick, 1995).

The communication of organizacions has interested communication profes-
sionals and researchers primarily in the fields of public relations and organi-
zational communication. Butr marketing researchers too have increasingly
started to stress the importance of communication for successful marketing
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activities. From a hiscorical poinc of view marketing has been product driven,
with communication generally treated as secondary. Markering has now
entered a new era, one that can be described as informarcion driven, inter-
active, and consumer focused, and communication is emphasized for success-
ful marketing campaigns. From che beginning of the rwenty-first century
integrated marketing communicacion, a concept char takes a holistic approach
to an organization’s communication, with effective marketing communicacion
as its the goal (Cornelissen, 2000), has been on the agenda. Another popular
concept within markecing is relacionship markecing, where communication
again is puc at the cenrer and relations, nerworks, and inceraction are stressed
(Gronroos, 2000; Gummesson, 199%). It is also interesting to norice thac a
modern definition of marketing (see Kotler, 2016) draws on the classical
definition of public relations: ro produce good long-term relationships with
important publics. Accordingly, cthere will be other communication require-
ments between an organization and its customers. Nowadays, different forms
of advertising campaign and publicity stunts are not sufficient. Rather, the
need is for more long-term and relations-aimed communication.

In other words, an important point of deparcure for this book is that chere
is a close relationship berween communication and organizations (Heide,
Johansson, & Simonsson, 2012; Putnam & Nicotera, 2009). Communication
is a requisite for the existence of an organization. It is through formal and
informal communication between organizacional members and between che
organizacion and its surroundings chat an organization is enacted. Conversa-
tions and rexts produce and reproduce an organization. When organizational
members communicate, it generates both their own and others’ picture of
what consticutes che organizacion, what the organizational scrucrure looks
like, how the communication climace is perceived, what the compericors are
and which qualicies they have, what organizational threars exist, the furure of
the organization, and so on. However, it is not only organizacional members’
communication that is of importance to the production and reproduction of
an organization. Those ourside the formal organization, who cannot be
described as organizacional members, are also important for producing the
“pictures” and understanding of an organization. Discussions among, for
example, citizens, consumers, discriburors, stockholders, and stakeholders
produce, evolve, and improve piccures and understandings of an organiza-
tion—that is, a certain image. Especially imporctant contributors to shaping
people’s view of an organization are journalists and mass media. Very fre-
quencly, mass media report whac Boorstin (1963/1985) calls prewds-events—
thar is, events thar are put on by organizations with che aim of actracting the
atcencion of the mass media and thereby generating publicity. Examples of
pseudo-events are press conferences, press releases, advertising, and interviews
with top managers. In addition, journalists themselves act as carger-seeking
missiles and looking for events that are wichin che frame of the media logic—
in other words, the production of media “tends to be evocarive, encapsulated,
highly thematic, familiar to audiences, and easy to use” (Altheide, 2004,
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p. 294). Often, media logic leads to simplification, polarization, intensification,
concrerization, personalization, and stereotypes. Media logic implies that
things that suit che mass media's format, organization, working conditions,
and norms have a grearer chance of becoming news {Alcheide & Snow, 1979).
The wide use of social media means thac new patterns are being made, buc
media logic seems to play a parc even chere.

Summing up, we would like to emphasize that conversarions and texts are
not objective descriprions or mirror pictures of a certain “truch” or of “rea-
licy.” Rarher, the conversarions and texts produce a particular version of rea-
lity and cruth. We can conclude from this char che ralk and texts do
something, since they have both social and polirical consequences (Potter &
Wetherell, 1987). How we understand and describe realicy—to our selves and
to others—influences our chinking and acting.

An increasing interest in communication

Internarional research ar Reuters Institute, Universicy of Oxford reveals a
steady trend in Western countries, with communication professionals
increasing in number and journalists decreasing in number—in contrast to,
for example, India. In general, Western organizations spend immense
amounts of money on different forms of communication, especially when it
comes to excernal communicarion. Advertising campaigns, crisis communica-
tion, branding activities, communicarion via social media with different forms
of stakeholders—rchere is a vast list of examples of what organizations do to
maintain good and long-term relarions with vital stakeholders, increase cheir
status, trust, and repucation, and naturally achieve a return on invesred
money.

Another trend is that more and more organizational leaders understand and
value the importance of communicacion. They understand chat ic is commu-
nication that drives an organization and thar malfuncrioning communication
has serious negative effects (Falkheimer, Heide, Simonsson, Zerfass, & Ver-
hoeven, 2016). It is now usual for leadership courses to make communication
a fundamental part of the education. In tradirional leadership courses man-
agers learnt how to become better rhetoricians and make cogenc slide pre-
sentations, but now there is often greater emphasis on the viral relation
between organization and communication. In other words, cthere is in general
a more strategic understanding of the importance of communication for a
successful organizacion.

Alchough there are many signs that communication is attracting more
actention from organizations, it remains a Cinderella subject. Communication
is often regarded as something rather simple, at bottom just a matter of dis-
seminating information to different receiver groups. Over and over again the
so-called cransmission view of communication—thar is, communication seen
as a linear process between a sender and receivers—predominates. (This view
of communication is discussed at length in Chaprer 1.)
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There are many examples of marketing communicarion, management
communication, crisis communication, and change communication with this
traditional understanding of communicacion. The problem with the trans-
mission model is that its primary focus is the message and finding the most
efficient medium for a certain task. What is ignored is che interpretation of
the message. A message does not have a fixed meaning; its meaning is pro-
duced by the receivers, depending on their background, interests, education,
and so forth. Communicacion is a complex and murual activity that takes
place berween all participancs in a communication process. This raises che
question of whether it is even possible to measure the effeces of communica-
tion, and consequently whether a communication professional can ever
demonstrate the importance of communication wichin the organization and in
wider society. During the 1980s there was a subsranrial discourse on the value
of measuring communication activities and in our experience this question is
still significant for many communication professionals (Tench, Veri&, Zerfass,
Moreno, & Verhoeven, 2017). Models and formars cthat could give answers
regarding the effects of communicacion represent the holy grail for commu-
nication professionals (Pavlik, 1987). However, the sad truch is that chere
never has been and probably never will be any simple model thar could
measure che effects of organizations” communication work and communication
acrivities (Lindenmann, 1993).

Top management and communication

These days chere is great demand for managers to be able ro communicate
complex phenomena such as values, norms, visions and overall goals, organi-
zational idenriry, and organizational culrure to different kinds of receiver both
inside and ourside the organization. Skill in this area is ofren crucial in the
recruitment of new managers. In ocher words, strategic communication is no
longer confined to communication professionals. Rather, ic is someching that
concerns managers and leaders at all organizacional levels. A Danish investi-
gation of managers’ relation to and work with communicacion shows that
most top managers put good communication with coworkers at the top of
their agenda (Lund & Petersen, 2002). Ar the same time, our research projects
show that this prioritization is not always seen in practice. We are often told thac
communication issues are not on the management’s agenda and that the
communication deparcment is perceived as parc of organizational headquarters,
tasked with disseminating information from management to coworkers and others
in order to influence them in a cerrain direction. When you interview orga-
nizational members, you must always reflect on the interviewees' statements
and ask why chey answer as they do. It is also important to consider what they
are not telling you. It is not always the objective “cruth” (if this even exists!)
that you receive in an interview. We all wanc ro make a good impression in
different siruarions—we want to show chac we have done our hemework,
know a loc, and follow the debace (Alvesson, 2011). An interview has
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consequencly a large element of fmpression management (Goffman, 1959).
Ineerviews are conversarions, situations where a certain social reality is formed
and constructed. The managers cthar Lund and Perersen interviewed in the
Danish study, referred to above, would certainly have wanted to show rthac
they were “modern” and knew about the importance of communicacion for
organizations. We draw the conclusion that there is a loc of space for more
research on what happens in organizations and how organizational members
understand communicacion.

Brands and communication

How is it possible that people have such formed opinions of different orga-
nizacions? Why do many feel chart Adidas is a cooler and becter brand than
other manufacrures of sneakers such as Puma, Nike, or Reebok? Why do
many prefer products from Apple rather rthan products from Samsung,
Microsoft, Asus, or HP. Why do some people think thac Alfa Romeo feels
more “right” than other car manufacturers such as BMW, Toyora, or Chrysler?
These views probably do not reflect preferences based on produces’ or services'
acrual advanrages or disadvantages. Few of us do a systemaric investigation of
product reviews before we decide to buy a product. A cerrain brand just feels
the best wichin a cerrain product category. Bur why is ic like chac?

One answer is that we as consumers have relations to some organizations. If
good relations have been developed, there is a berter chance that we will
behave lovally to the organization when new products or services are offered
to us. The relations are to a grear extent based on the undersranding we have
of an organization and its products. These undersrandings are parcly formed
by mediated informacion (the messages that organizarions send our via cheir
brands and advertising), parcly by media reports abour an organizarion, and
partly by our own experience of an organization—for instance, how we are
treated by the telephone operator or sales person and how we experience a
product. Many understandings are based on the experiences of other people,
such as friends, relacives, colleagues, and neighbors. In ordinary, daily con-
versations people often discuss different organizations and their products and
this helps form fairly fixed opinions. In sum, we are not fully rational as
individuals and develop our life world and understanding in communication
with others (dialogues face to face and different forms of text such as social
media and news articles).

Brands are something that modern organizacions put a lot of energy and
invest a lot of money in. This can partly be explained by roday’s major
international competition—it is much more difficult to copy a brand than a
product or service—and partly by a changed atticude among consumers: we
often consume in order to improve or change our idencity and we are
atrracted by the values chat different manufacturers and organizacions offer
(e.g. exclusivity, security, or traditionalism).
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Coworkers are che most important ambassadors of an organization, and
their work and relation-building activiries are a fundamental part of an orga-
nization's branding. How customers and other stakeholders perceive the staff's
helpfulness, knowledge, and competence is much more important for che
brand than other forms of communication activity such as adverting. Since
the sraff is the “face outward” they are of fundamental importance to the success
of an organization (White & Park, 2010). Richard Normann (1984) has called
the situation when an organization can show what qualities a service has the
moments of trath. An organizacion musc respond to chese moments as well as
they possibly can, since after the customer has left it is difficule to add
more value co the quality experience. During the 1980s the former CEO of
the Scandinavian airline company SAS, Jan Carlzon (1989) emphasized the
imporcance of these moments of truth, when the staff in different siruations
meet customers. It is critical thac staff members make a good impression and
stare to build a good relationship wich the customer.

Services, intangible values and communication

The service sector has during the last decades increasingly expanded and chere
is a common understanding in many councries today that we have left behind
the old, traditional production economy and entered the knowledge and ser-
vice society (Sveiby, 1994). However, it is not useful to indicate how many
service companies there are in the world, since the statistic is stuck in the
induserial era’s understanding of service. Christian Grénroos (2013), an
internarionally known marketing researcher, underlines that manufacturing
companies also offer services. It is possible ro differentiate between revenue-
producing service and hidden service, The first category embraces, for exam-
ple, the service that consultants, banks, insurance companies, hotels, travel
agencies, and restaurants offer. The second category consists of more or less
invisible service that is part of a product’s roral cost, such as research and
development, quality concrol, sales, complaints, and reclamarcion of broken
products and recycling of return product such as glass borrles and barceries.
This reasoning requires us to accepe thar all manufactures also offer a quantity
of services. Wicth this extended understanding, service becomes somerhing
thac all organizations offer their customers and srakehelders. Further, Gron-
roos claims thar ic is acrually not products or services thac customers buy, but
the advantages that these offer us. Services can be understood as rhe service
customers see in an organizacional offer and which can produce some form of
value to them. In roday’s ever-tougher comperition situation it is not enough
to offer reasonably good core produces. Organizacions must also be able to
offer good and varied service in the forms of service mencioned above. Service
management is a management principal that is based on the idea thar secvice
is in the center of a business, and substantial effort is put into cthe development
of total service offering.
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Unlike a product, a service is made up of processes char are consumed at
the same time as they are produced. This implies certain difficulties for
quality control and marketing. Since there are no pre-fabricated produces to
control for quality, this process is complicaced and difficule. For che custo-
mers, it is difficulc to judge che value of a certain service, and it is impossible
to see, test, or experience it before it has been consumed. For example, it is
not until we have stayed in a hotel, got the house painted, received the con-
sultant report, or had our hair cuc that we can assess the service and its
quality. The well-known sociologist Erving Goffman {1959) notes that those
who run service businesses are challenged ro show whar they acrually do for
the customer. The intangible character of service makes it hard to evaluate.
From an organizational perspecrive, it is important ro somehow materialize
and show what the service consists of. Many of the fixed costs thac are related
to a service—for example, office rent, marketing, receprion, sale and devel-
opmental work—are difficult to charge. This is also true for invisible services.
It is therefore fundamentally important to dramatize whar the customer is
offered so that all costs can be covered. For example, a hairdresser needs the
customer to be confident that the haircut is execured by a master. A simple
male haircur does not in reality rake more than ten minutes o complete, but
how many customers would pay full price for chis? The hairdresser must
consequently “play theater” and cut, comb, spray, compare, and trim to
extend the time and in some cases also offer che customer expensive lifescyle
magazines, coffee, or even wine. This dramarization helps the customer
experience the service as high quality and good value, and in the besc of cases,
a happy customer will return for anocher cur. And the hairdresser can cover
the coscs of rent, cleaning, and supplemencary training.

The perception of an organization, its image or repurtation, is to a large
extent based on non-material values such as civic responsibilicy, ethical man-
ufacturing processes, and high qualicy chat can be related to one organization
(Levitr, 1981) and char are communicated in different situations and through
different media. Some researchers believe that che third stage in organizational
development is when integrated values can be offered (DeBono, 1992). The
firsc stage is che producr-oriented stage; in the second stage, compertirion is at
the center. Values that are important in cthe chird scage are identicy and relation.
In ocher words, the feelings that can be mediaced are more imporrant than the
accual product and its qualities. These intangible values, or mera products,
become more and more imporrant. Basically, all chese values are produced by
and through communicartion.

Integrated communication

There is a racher large understanding thar the division in internal and external
communicarion is artificial, something thar only exists in texcbooks (Cheney,
Christensen, & Dailey, 2014; Falkheimer & Heide, 2014). The concept of
integrated communication was popularized at cthe end of 1980s, but the idea
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of a holistic approach to organizations’ communicacion has existed for at least
three decades. In a Swedish book entitled The Possibilities of Information (Sw.
Informationens miijligheter) (Joever, 1985), the author underlines thac it is vical
to rake a holistic approach to information, which at this time was perceived as a
central resource and an important competitive weapon. Further, it was empha-
sized char the informarion officers (which today are named communication
professionals, indicarive of a paradigm shift in which cormmunication is seen as
more important than information) should focus on cooperation and avoid putting
up barriers to other professionals such as marketers and HR professionals.

“External communication” is regularly described as communication to
target groups outside an organization—for example, customers, competitors,
stakeholders, politicians, journalists, and neighbors. Thus, external commu-
nication is marketing communication in the form of advertising, crisis com-
munication, lobbying (to try to influence political decisions) and media
relacions. “Internal communication” is most often described as the communicarion
between managers and employees or between employees,

Many communication professionals have started to realize that external-
directed communication—for example, TV commercials that are primarily
directed at potential customers—is especially noted by their own coworkers.
With commercial and external communication, such as che information on
the website, some of the organizational idencicy is manifested and expressed.
In che best of cases the coworkers’ idenrification with the organizacion will be
reinforced and improved and engagement with and pride in the work and
organization will increase (Heide & Simonsson, 2018/in press). Analogously,
internal communication flows over the organizational borders and reaches
external stakeholders. Journalists may read the house magazine and find issues
they wish to report to an external audience. Since the borders increasingly
join together, it becomes all the more important to send out consistent mes-
sages. The idea behind integrated communication is that organizations should
not send our conflicring internal and external messages. However, it is axiomatic
that messages must be adapted 1o receivers, situations, those with relations to
the organizarion, media, and so forth.

A need of more knowledge in communication

Despite increasing awareness of the importance of communication for organi-
zarions, many educacional programs in business administration and human
resources and numerous leadership courses do nor conrain any solid commu-
nication teaching. Already in the mid-1980s, Scephen Axley (1984) was
pointing out that communication teaching in American business administra-
tion courses was based on a simplified and obsolete view of communication—
in other words, the above-mencioned transmission view. This view also occurs
in other educational establishmencs, such as medical and military schools and
seminaries. This suggests that the transmission view is reproduced again and
again and used in working life, and an important reason for chere still being
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such a strong belief in information per se and so much effort pur into the
distribucion of informarcion.

Even though more than three decades have passed since the publication of
Axley's article, there seems not to have been much change in communication
teaching within business administration education, In an article published
slightly more than two decades later, three communication researchers main-
tained that there was more or less no communication teaching in Brirish
business and management educacion (Cohen, Musson, & Tietze, 2005). This
is quite remarkable since most subjects within the social sciences have taken
both an interpretive and linguistic turn. It is especially remarkable chat chese
turns are particularly evident within organizacional studies, where there is a
special interest in discourse (Alvesson & Karreman, 2013; Alvesson & Kirreman,
2000a, 2000b, 201 1a). Unforrunarely, there is noching chat indicates that the
circumnstances are differenc in other councries, since international, often US-
based, textbooks are often used. But strategic communication is also used
within educarion beyond pure communication education. This is naturally a
development that we applaud and believe will be even stronger in che fucure.

The problematic internal communication

Even if more and more communicacion researchers have rejected the idea chat
it is possible to differenciate berween internal and excernal communicacion,
the idea still seems to be rather common in practice. All too often there are
discussions of communicarion in terms of internal and external communica-
cion activicies. The internal communicarion generally has lower status than
external communication, which is regarded as “sexier.” Among ocher things it
can be explained by the fact thac it is easier prove effects and show the recurn
on investments of an external communication activity., The effect of a mar-
keting effort is often limited to a fixed period, and when the organization
disseminates information to certain receivers {for example all households in a
city) and a cerrain target group (for example, fashion-conscious men). The
effect of such a campaign, e.g. increased sale, is fairly easy to calculate. But
the eager to assess the effects can rescrice external communicacion to a more
short-run perspective compared to internal communication. As mencioned
above, modern marketing emphasizes the importance of relationship building and
branding. This displacement of focus makes external communicarion more
indirect and long-term, and cthe border to internal communication is no
longer sharp. To produce good relations with the surrounding environment
demands coworkers that idencify with the core organizational values and
which communicace chese furcher to different stakeholders (Heide & Simonsson,
2011}; Zerfass & Franke, 2013).

Even chough the status of internal communication in organizations is
not as high as external communicacion, there is substantial interest in inrer-
nal communication among communication professionals. The theme of the
annual public relations rescarch conference Bledcom in 2011 was incernal
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communication. An obvious impression from the conference is that more
research and literacure on internal communication is needed. This was con-
firmed by the latest survey among European communicacion professionals—
European Communication Monitor—which shows internal communication
perceived as one of the most important fields for communication professionals
(Zerfass, 2017). This result has also been confirmed by other international
SUIVEYs.

The eternal hunt for status

Communicacion professional have for a long time proposed they should have a
seat on the board in corporations and public organizations. The idea is thac
the communication manager then can be upgraded ro communication director
and thereby have a greater impact on the organizational agenda and ensure
thar a communication perspective is ubiquirous and thac the organization
works with communication seracegically. However, this is not always easy to
realize. One problem is thac the focus of many organizations is on whar each
coworker delivers, i.e. can concrecely show what they coneribute to che
development of the organization and the overall result. Markering profes-
sionals can refer to performance measurements of the larest markering activity.
This is not so easy for communication professionals. The effects of commu-
nicarion are almost always indirece, which makes them difficulr to measure.
Communication professionals often face internal legitimacy problems. They
are forced ro devote much time and energy to convincing the management
team of the importance of communicacion.

Many communication managers have a problem establishing their role in
the management team when there is nor sufficient understanding of the
communicative perspective on organizational decisions. Besides the difficuley
of proving the effects of communication activities, the dominanc belief is chac
communication and public relations involve pure craftsmanship or tactical
skills racher chan strategic acriviry.

Fortunacely for communication professionals chere are invescigarions that
indicate a brighcer fucure. The Swedish Association of Communication Pro-
fessionals regularly conduct surveys among their members and the results
frequently show an increasing number of more communication managers and
directors with a seat ac che rable. These investigations indicate a steady
development since year 2000. Today, approximarely 70-80 percenc of Swed-
ish communicacion managers have earned membership in a2 management
team. Furcher, the resules indicate that it is more common with communica-
tion managers in management groups in public organizations. An open
question is wherher communication professionals can begin to drop the issue
of becoming a member of the management team and instead devote time to
strategic communication work chac adds organizacional value.

The communication professionals’ efforts to mise their status are by no
means unique to cthis group. Racher, it is a contemporary trend within almost
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all semi-professions—everybody wants to raise their status and become better
recognized, preferably with a special professional certificate equivalent ro that
of physicists, psychologists, and lawyers. Advocates of professions that yearn
for greater status steess in different situations and in the media that their
profession contributes to society and organizations (see Ulrich, Younger,
Brockbank, & Ulrich, 2013). They maintain that their profession warrants
greater appreciation, higher salaries, and more atrention and status. When it
comes to the status of a profession, it always boils down to a comparison with
other professions. In this case, it is communication professionals compared to
human relations or marketing professionals. A profession’s wish to control
certain tasks or responsibility fields, as a way to increase the starus, can be
understood as a dosing strategy (Alvesson, 2013). This involves the strong wish
of a profession to have the exclusive right to certain tasks, with other profes-
sions locked our. For example, among human relations professionals there is a
view that the profession should work with internal communicacion (Ulrich &
Brockbank, 2005). However, this also involves limiting the opportunity che
profession has to expand its rasks and responsibilities. Professions with a
narrow and specialized direction, that monopolize a cerrain field, have diffi-
culty going beyond the borders. A person that gets trained in a well-defined
profession, such as a docror, finds it harder to shift career pach than, for
example, a bachelor in social sciences. This means that a docror who gets tired
of being a physician and would like to change to another domain has a long
way to go via new educarional programs to reach the goal of a different job.
Consequently, it demands grear commitment and investmenct for che doctor to
find equivalent work outside che field of medicine. This closing and locking
effecc is a downside of the struggle for professionalization (Alvesson, 2013).
Alvesson underlines that within an organization there are many specialist
units that wish to become members of 2 management group, work straregi-
cally, and become the CEQ's favorire, As examples, Alvesson menrtions pro-
duction, purchasing, product development, sales, finance, informarion and
logistics. The competition becween the different specializations is, according
to Alvesson, a zero-sum game. When someone wins, someone else loses.
Everybody give prominence to cheir own work group and the unique knowl-
edge it contribuces to the organizacion. However, seats at the table are
limited.

From the discussion above, one might question whether it is in the long
run an advanrageous strategy for communication professionals o get involved
in a zero-sum game with marketing professionals, Maybe che fighr is already
lost—marketing professionals in general tend to have a scronger position in
most organizations. Further, it is important to consider the possible con-
sequences of losing to marketing professionals. Some public relarions
researchers are of the opinion that there is a serious risk of warketing imperiai-
1sm—that is, when che markecing department takes care of all communicacion
responsibilities and tasks (Cropp & Pincus, 2001; Hucron, 2001). It might
therefore be wise to adope the old English axiom: “If you can't beat them,
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join chem.” Instead of getting involved in an open conflicc wicth marketing
professionals, a smarter scracegy might be to rake a cooperative line and try co
develop the organization's understanding of the importance of communication
as a valuable organizacional activity for cthe long term. We will like to add
thar rthis reasoning also goes for cooperation wich HR. The communicacion,
HR and markering departmenrts are weaker compared to the finance depart-
ment, and if che "soft power” disciplines cooperate they could form a poten-
tially scrong and more influencial organizational unit wicth greater room for
action.

The importance of strategic communication

In the introduction of this book we emphasized the importance of reflexivicy,
i.e. of practitioners and researchers not taking things for granced or regarding
them as carved in stone. As researchers in strategic communication, we would
especially like to point out the crucial role chac communicarion has as a
facilitator enabling people to act and live. Without communication, we
would not have a modern, organized society. Beyond functioning as a means
to share messages between people, produce a feeling of being allies and
muster human forces towards a common goal, communicarion makes it pos-
sible to produce a common social reality. We act upon the undersranding we
have of a situation. In other words, societies and organizarions cannot exist
without communication. Through communication, organizational members
produce understandings of the organization, but communication is also used
to project certain pictures to external stakeholders with the hope of gaining
higher legicimacy in society. Through direct communication activities orga-
nizations hope, for example, to build good relacions with politicians, cusco-
mers and potential customers, owners, financial institutions, activist groups,
and former employees. Communication is also used to improve sales or dis-
serninate information about the brand and whac it involves. The commu-
nications of an organization are in rnany aspects and forms strategic. In the
next chaprer we will discuss the concept of communicarion and point out
some relevant communicarcion theories. And in the following chaprer we will
review and discuss cthe concept of strategy and show char the ctraditional
understanding of strategy is often too static and one-dimensional. Many more
organizational members are scrategic and work stracegically rhan is generally
thought. As Schén (1983) reminds us, to act professionally one must always
reconsider old truchs and chink reflectively.
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1 What 1s communication?

Communication is often taken for granted as something natural and conse-
quently not needing to be reflected upon. One may compare the relationship
berween human beings and communication to that between fish and water:
the fish is not conscions of the water—the medium thac creates its environment
and supporrs its existence {Carey, 2009). Communication is as essential for
human life as water is for the fish—and this is equally valid for organizations.
There are researchers who claim that communication constituces (is the pri-
mary foundation of) organizations (Cooren, Kuhn, & Cornelissen, 2011).
Communication as a scientific concepe is hard to discuss since it is studied
and analyzed in so many ways in all kinds of discipline. Communication is a
fundamental prerequisite in fields as completely different as the humanities,
social science, science, engineering, and medicine. In this chaprer we describe
communication from a strategic communication perspective, which means
thatr we mainly base it on material from che social sciences and somerimes the
humanicies.

Strategic communication may be interpreted as a direcrion thac has ics
origin in three fields of knowledge: mass communicarion cheory, organiza-
tional theory, and che humaniries (language and rhetoric). From a broad per-
spective, strategic communication has its main base in what was previously
called the sociclogy of communication, with a particular focus on how
meaning is shared, transferred, or created becween individuals, organizacions,
and society. During several decades from the early 1900s chis field of knowl-
edge was named mass communication research, execured by researchers in
disciplines such as political science, sociology, and economic psychology. The
main focus in mass communication studies was the role and effect of mass
media in sociery (McQuail, 2010). The second field of knowledge with a clear
relevance for che emergence of strategic communication is organizational
theory, which was developed in fields such as sociology, psychology and, later,
business administration. Organizational theory has obvious importance for
organizarional communication and issues concerning communicative leader-
ship, coworkership, management, and so forch. Finally, there is a link to che
humanities, especially wich regard to rhetoric, linguistics, and language scu-
dies. Aristotle’s arc of persuasion, taught and documented around 300 sc,
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may be interpreted as the first texc abour strategic communication, even
though its starting point was not organizations bue the individual oracor.

In chis chapter we begin by describing the two fundamental perspectives of
communication: transmission and ritwal. Through this simplified division we
can gain a berter understanding of why and how communication works or
does not work in different situations {Carey, 2009). The theory can be used as
a thinking tool that helps us reflect upon the communication as such. Then
we go through che communication ctheories that we believe are of particular
importance for strategic communications. The theories are based on different
assumptions about communication, persuasion, negotiation and dialogue.

The theory in public relations thac has received the most attencion has a
strong relationship to the division. James Grunig and his colleagues in the
United Stares describe it as a choice between an asymmetrical and a symme-
trical approach (Grunig & Hunt, 1984), viewing public relations from a
relationship angle rather than a communicative one. In this chapter we look
more at this division as it has been presented and discussed by them. There
are also several parallels between this division and che theory of strategic and
communicative action developed by the German social philosopher Jiirgen
Habermas (1984). Perspective and intenc are different, but both cthe Grunig
and the Habermas models are based on the idea thar mucual dialogue, rea-
soning to reach informed consensus, creates the ideal communicacion sirua-
tion. Both theories are normative—that is, cthey provide an ideal. There are,
nevertheless, considerable differences between Grunig and Habermas. First,
Grunig's theory is organizational-centric and managerial, while char of
Habermas is societal, democratic, and fundamentally ethical. Second, Grunig
does nor conceprualize a broad public sphere in his theory bur defines the
surrounding world as publics (or stakeholders, activist groups, and target
audiences). The approach is based on a modernistic market and segmentation
logic. Habermas is societal-centric, putting rational citizens and the civic
communitcy at the center. There are reasons to consider boch approaches in
strategic communicarions.

The transmission perspective

James Carey (2009) links the development of the mediated communicarion to
the historical development of the United States, but his analyzes can be
translated to other nations or contexts. When the United States began to take
shape, it developed new communication modes—by writing and reading. The
traditional oral communication forms, such as speeches and stories, were
dependent on cercain habits and abilities. Oral communication is obviously
limited in scope since messages cannot move in time and space. The arc of
writing, and later the invencion of printing in the fourteench century (or even
earlier in China), increased the ability ro move messages chrough time and
space. The oral communication tradicion originated in ancient Greece. In this
culture, it was viewed as important for each citizen to be able to defend



What is communication? 21

themselves in courts and public assemblies, where decisions on cthe common
good were made. In a modern nation, it is obviously impossible ro maintain
the ancient direct democraric ideals ac a narional level or even in a smaller
municipality. Instead, new communication forms have been developed, step
by step decompressing time and space. One way to solve the problem is to
take advantage of various means of transport. Communication cthus came to
mean both the transport of people and goods and che transmission of infor-
mation. Wich the help of new means of transporr, such as horses and carriages
and later the railroad, the emerging United States was kept together and a
culcural entity could begin to develop.

In the Western world, and probably in most parts of the modernized world,
the idea of communicarion as rransmission between a sender and a recipient
became a common mindset. According to Carey (2009), this has been che
dominant approach since the 1920s. A transmission perspective on commu-
nication means thar che transport of goods and people is equared to che
transmission or transport of informarcion between people in different conrexrs
(groups, organizacions, cicies, nations, and so forth). Before che relegraph,
which was established in the late 1700s, the transportation of people and
informarion was intimarely bound together. This can be explained by the fact
that it was impossible to move information in any way other than discribucing it
by a person traveling between locations. The main focus of this perspective to
communicarion is the movement in a geospatial room where signals and
messages were spread in order to achieve conerol. This perspective on com-
munication is associated with verbs like distributing, sending, forwarding and
giving informarion to ochers.

The incroduction of che telegraph ended the close link berween transport
and communicacion burt did not take away the transporc metaphor. Carey says
that our idea of communicartion is deeply rooted in our culeural chinking and
communication is often seen as the process by which messages are cransmicred
and discributed to differenc receivers. Information is equated ro communica-
tion according to this line of thoughr. The communication process is viewed
as a rechnical process by which a transmitter sends a message via a channel 1o
a receiver. The process is viewed as successful when the recipient has received
che message, even if the content has changed during cransmission. The
transmission perspective of communication can also be equated to tradirional
leadership {(Reddy, 1993), wich human intellect seen as a container for ideas
and thoughts. On the basis of this approach, communication is an idea
transfecred from one person’s brain to one another chrough che conduit of
language. The rransmitcer encodes a message in linguistic form and transmics
it chrough a medium to the receiver, which is assumed to decode the message
and place it in the right place in the brain (seen as a knowledge bank) (8iljo,
1999).

The words adopted in the transmission view of communication contain
particular values, so when the recipient has received the informartion via any
medium it is assumed thac she understands che message. If an organization's
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management deteces a problem, the quick fix according to this thinking is o
produce a channel and send a generic message to coworkers or external sra-
keholders. Based on this view, communicacion is something quite simple chac
mainly involves technology. The main challenge is to find the right words,
order these as accuracely as possible, and choose an effective technical medium
(see Shotrer, 1993). Accordingly, organizations can readily solve major com-
munication problems (Axley, 1984). If employees appear not to have under-
stood, it is customary to respond using one of two principles. One—fbe
principle of concretization—involves sending out more information, somewhat
modified and precise. Second—rbe principle of repetition—means that the transmiccer
resends the same informarion to the receiver.

In an organizarional conrext, and for thac macter in society in general, the
transmission perspective is very common. We are confronted daily by massive
campaigns which bombard us with different messages. If we do not under-
stand the message first time round, according to transmission logic we will
understand it if the campaign message is repeated or transmirtced via other
media {(Twitter, Facebook, direct mail, billboards, bus advertising, newspaper,
radio, television, and so forth). In organizations, different messages are sent
out again and again from management to organization members (often in a
top-down vertical communication process). This may involve new strategies,
goals, core values, practices, or information about new challenges. The mes-
sages are disseminared through the various media available—large meetings,
departmental meetings, bulletin boards, blogs, closed-circuit rtelevision
(CCTV), scaff magazines, internal memos, email, and intranet. The rraditional
focus is the formulation of an adequare and concise message and the medium
choice. But despire the massive communicarion efforts by most organizations,
it is doubcful how effective communicarion of this type is, and it is an open
question whether messages have been understood, accepted, and incernalized
by the recipient, which is the aim and racional process according to linear
transmission thinking.

Macnamara (2015) has conducted a major study of organizational listening
involving 36 case studies in major corporate, governmental, and non-profit
organizations in the UK, USA, and Australia. The resulcs show that the
transmission perspective still dominates in practice, despite the emergence of
social media:

However, research shows that organization public communication is
overwhelmingly comprised of organizational speaking to disseminare
organizations' messages using a transmission or broadcast model. Analy-
sis shows that, on average, around 80 per cent of organizational resources
devoted to public communication are focused on speaking (i.e. dis-
tributing the organization's informacion and messages). Even social
media, which were developed specifically for two-way interaction, are
used by organizations primarily to disseminate their messages.
{Macnamara, 2015)



What is communication? 23
The ritual perspective

A completely different approach to communication is the ritual perspecrive.
Carey (2009) suggests rhat a cypical example of rirual communication is a
sacred ceremony that unites people and creates a community. The meaning of
communication according to the ritual perspective is not to exert control or
persuade but racher to hold together a community over time. This commu-
nity might be a group, a culture, a department, an organization, or a society.
Thus, the ritual perspective of communication is closely linked co the original
definition of communication, which derives from che Latin communicare—"to
make common”,

The ritual communication perspective, with scrong religious connotations,
is from now on termed che sensemaking perspective, since this indicates
betrer what ic really means. We humans are constantly trying to understand
or make sense of our environment, our present and past. Humans strive to
make sense since we need our lives (and choices or decisions) to be experi-
enced as meaningful: “it must make sense”. Basically, the human being is a
communicative creature (Fisher, 1987); social interaction is a core fundament
for human existence. We incegrate impressions of others and are happy to
share our experiences, thoughes, and ideas. Communication is fundamental to
a large parc of che processes through which we ascribe meaning to things and
events. Previous experiences and the meaning that we ascribe to these frame
our interpretation. When you find yourself in a new situation you try o
understand using your interpretation frames (previous experience and knowl-
edge). The philosopher Hans-Georg Gadamer (1989), primarily interested in
the interpretarion of literary art, used the concepts understanding horizen and
interpretation horizon in his writing in a way thac is consistent with the sense-
making perspective in communication theory. Gadamer meanc that ic was
impossible to reach an objective interpretation of literarure withour taking
into account the two interpretacive horizons that in turn depend on rradition
and history. By challenging one's own understanding and joining a dialogue
around che interpretative frames, a new understanding is created. The same
thing occurs during communication between two or more humans. When a
new perceived situation does not fit our established interpretative frames we
may either reject new possibilities of meaning or, together wich others, try to
find a2 new meaning. Our frames become more and more comprehensive.
These frames make social, organizational life, as well as other people’s lives,
become understandable and meaningful. When you ask someone about what
happened, for example, on a trip, the person will tell a coherent story thac
consists of various stand-alone episodes. Thus, meaning is created when we
communicace. When we communicate about something, meaning (including
opinion, interpretations, ecc.) is constructed in interacrion wich boch ourselves
and others.

This interpretative perspective of reality is diamercrically different to the
perceprion char exists within the cransmission view of communication. From a
meaning perspeccive, there is no fixed, complece, and objective reality “out
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there” that can be mirrored and exactly described by language. Instead, ic is
assumed thae it is language thar helps us categorize, describe, and understand
reality. With the help of language, we pur different “labels” on or frames
around reality, trying to understand whar has happened to us. This language
does not emerge spontaneously but is created and developed over time. Thus,
language is a social product that we learn from childhoed during our very
first socialization process. According ro this reasoning, language is also power
and may be used to persuade others. With our different cultural backgrounds,
interests, craining, and experience, we tend to focus on differenc rhings and
will therefore see and understand differently. As an example, one may ask
how a boranist, a landscape architect, and a real estate agent each experience a
garden and listen to the different linguistic caregories they use (Gergen,
1999). For the same reason, citizens look at different chings when a crisis in
society occurs—and corporate employees see different things during an orga-
nizational crisis, depending in part on their memories, incerests, position,
education, and experience. There is no correct way to incerpretr such an event;
there is always another way of perceiving things.

People do not interprer themselves in a social vacuum. A grear deal of the
meaning-making process is done when we interpret somerhing with ocher
people. In an organization, employees discuss the upcoming organizational
change with other employees, managers, friends, and family members and
meaning emerges. In different subcultures, dominant interpretations arise
over time—one can talk abour inrerpretarive frameworks—that affect our own
interpretation and understanding.

The meaning of communication is determined in an interaction berween
two (or more) participants and nor only by the cransmitter {even if che trans-
micrer may have more power to frame issues and events). In an ideal sicuation,
communicarion is a form of dialogue, a joint effort in which equal parties
strive to achieve murual understanding. In reality, communication processes
in organizations (and societies) are effected by power in different ways: some
actors have more information, stronger positions due to different facrors, and
more Strategic COMMUNICATIVE TeSOUrces.

Both perspectives matter

Borh transmission and sensemaking perspectives have their merits in different
situacions and contexrs, even if the sensemaking perspective is based on a human
communication approach thar is more relevant if one want to create under-
standing and common knowledge or meaning. Bur it is imporrant to emphasize
that we need both approaches. One of them does not necessarily exclude the
other, since they focus on different aspects of the communication process.
The transmission perspective is still needed in some situations. One example
is during a crisis situation, where it is important that instructive informarion is
cransmicted o all invelved acrors at once. In this situation one must obviously
construct the message in a way that is undersrandable to all relevanc people,
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buc there is no time to develop any form of dialogue or feedback system.
Another example of when a transmission perspective is oprimal is when an
organization communicates simple, instructive, descriprive informarion to
some of their internal and external srakeholders. This form of information
may relate to issues such as the date of a meeting, budget outcomes, etc.;
basically, informacion wicth very limited or no interpretative aspects. This
informartion may also be transmitted via so-called poor media (e.g. by email)
with weak possibiliries for feedback, discussion, and so forch. Scill, one must
be aware that historically the problem has been rthat che transmission per-
spective has completely dominated how, in many organizations, all forms of
communication are planned and executed, particularly with regard to strategic
communication efforts.

The transmission and sensemaking perspectives may also be connected to
different communicacion scrategies at a higher level. Either an aceor intends to
use information to influence and instruct a group of people in the direction
decided by the organizarion’s management, or the actor uses sensemaking
strategies to influence and instruct the management of the organizartion in che
direction that mirrors different stakeholder interests. The first inrencion fol-
lows what may be called a perswasion model, since it is entirely based on orga-
nizational goals beyond the reach of scakeholders. This does not mean chac che
model is applied withour feedback. But the environment is considered from a
more limited perspective in the sense that only the direct and obvious rela-
tionships are taken into account. This means that a corporation only considers
feedback from one pre-defined and constructed stakeholder group, such as
customers or retailers. For a public organization, this strategy may instead
involve feedback from a pre-defined citizen group. This organization-cencric
strategic communication approach implicitly means that stakeholders are ralked
to, not ralked with. The role and task of communication professionals fol-
lowing the persuasion model is to be an implementer, or a producer and dis-
tributor of messages based on decisions thac have already been taken. The second,
contrasting, intention follows what may be called an adaptation model. This
model implies a listening organization in which objectives and decisions are
formulated together wich different stakeholders in relation ta cheir values, actitudes,
behaviors, and trends. The communication professional here is a strategic key
player whose job is to listen to and represent the stakeholder environment.

The adaprion model is idealistic and in practice the line of persuasion is not
as clear as it is in theory. It is not possible for an organization ro fully adapr ro all
employees, customers, citizens’ groups, inrerest organizations, activist groups,
etc. In reality, the practice of strategic communicacion is more of a negotiation
becween different interests, audiences, and goals.

It is possible to connect this discussion with a role medel for strategic
public relations practitioners that has been developed by Gregory and Willis
{2013). The four-by-four model consises of four arganizational levels common
to all organizarions (functional, corporate, stakeholder/value chain, and societal)
and four scrategic public relacions strands (brand, leadership, core
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competence, and planning) undertaken ac all levels. The srakeholders and
stakeholder nerworks are viewed as fundamental: “The scakeholders ulrimarely
determine and define the nacure of an organization, providing its license co
operate and withour whose cooperation it will cease to exist” (Gregory &
Willis, 2013, p. 35).

At the societal level che role of the communication practitioner is to con-
cribute concexcual intelligence thar “helps the organizations’ leaders ro make
sense of an external environmenr thar is in a permanent srate of flux” (Gregory
& Willis, 2013, p. 36). This role is called “orienter” and may be connected to
the sensemaking perspective. At the corporate level the role of the public
relations practitioner is to "build reputarional and relational capiral needed for
an organization to meet its objectives ... ." This includes coaching organiza-
tional managers and providing them with intelligence about stakeholders
before decisions are made and communicating with stakeholders (Gregory &
Willis, 2013, p. 37). This role is named "navigator” and may also be con-
necred ro a sensemaking perspective, bur from an organization-cencric point
of view. At the value-chain level the primary stakeholders (e.g. customers or
employees) are puc art the center. “The role of the public relations function is being
arruned to and representing all chese ‘close’ stakeholder perspectives, internal
and external, to senior managers in the organization is cricical to organiza-
tional success” (Gregory & Willis, 2013, p. 39). This role is termed “catalyst”
and may be seen as a combinarion of the transmission and sensemaking perspec-
tives. Finally, ar che funcrional level che role of the public relations practitioner is
to plan and align communicarion activities with organizacional mission, vision,
and general scrategy. This means that being an “implementer” is closely
linked ro a rransmission perspeccive on communications.

Theories of communication

Giving an overview of different communication theories is a gigantic task, for
the simple reason that there are lots of theories. In this section we have chosen
some theories that we find of core relevance for strategic communications.
From a general approach, communication may be described, analysed, and
understood at four different levels. First, at the individual level, which contain
ideas, models, and theories thar have their primary base in psychology.
Second, at the groap level, which has its primary base in social psychology
(how the social context effect individual characreristics) or linguistics. Third,
at the organizational level, which focuses on social communication processes in
what is sometimes defined as goal-orienced collectives of people with pre-
defined (often professional) roles. This level may involve use of sociological,
linguisric, and social-psychological research. Finally, at a socfery level (e.g.
cities or national staces), which primarily involves the use of sociology,
anthropology, political science, and media studies. Every level of commu-
nication may be described and analyzed from different perspectives. In any
case, it is clear chat we must always make a selection on the basis of incerest
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and understand chac chere are always other perspectives thar may produce
relevane insights. From a strategic communication point of view, the organi-
zacional and society levels may be viewed as of core interest. But the boundary
berween the individual and group levels is not always easy to draw,
Rosengren (2000) made a similar division between intrapersonal, incer-
personal, group, organizational, and societal levels. The intrapersonal level
(communication with oneself) may be problematic since this form of com-
munication does not involve any other human. Rosengren believes chat the
intrapersonal level becomes pointless if it also includes psychological processess
such as perception and cognition. But it is hard to dismiss the intrapersonal level
when it comes to more explicit forms of interpersonal communication in social
media, Time and space are also crucial elements of all forms of communication.

The first communication theory: rhetoric

Aristotle’s (1959) (384-322 BC) texe Ars Rhbetorica may be considered che first
scientifically formulated communicacion cheory, wich a focus on the arc of
convincing or persuading. The ancienc rhetorical experts, who have a lot of
similarities with contemporary communicarion consultants, were named
sophists (of Greek sophia, “wisdom™). The sophists sold their services as advisors
and raught cheir customers how to argue cheir case effectively. The philoso-
pher Plato opposed the sophists’ relativistic views of crutch, calling rhecoric a
doctrine of manipulation with the sole purpose of winning argumenrarion,
not celling che cruth.

Rhetoric was a separate academic subject in parrs of the world for many
centuries, but it was challenged during both the Enlighrenment of the 1700s
and the Romantic movement of che 1800s. During che postwar period in che
1900s there was a renaissance of rhetoric in che academic world. The same
renaissance is evident in society in general; for example, rherorical experts
are now often asked by journalists to analyze political speeches or crisis com-
municacion tactics. Buc to this day, rhetoric is still often used as a negative
term adjacent to “spin”, propaganda, or manipulation—suggesring unechical
communication with liccle or no relationship te truth. Ancienc rhecoric is
divided into three different genres of speech: deliberative (polirical), forensic
(judicial), and epidectic {ceremonial). Within strategic communication, espe-
cially public relations and crisis communicacion, there are strong links to
theories of how to defend reputation during and after a crisis—one example is
the image repair scracegy (Beneit, 1993).

Aristotle systernatized rhetorical concepts, genres, and rhetoric planning
phases (invention, arrangement, style, memory, and delivery) and highlighes three
main elements present to varying degrees in different rhetorical-communicative
situations. First, ethos, which is related to the speaker’s credibility. Credibility
is not only created in a speech situation, but Ariscotle menctioned rhree factors
that may support ethos: fronesis (the orator is perceived as intelligent), arete
(the orator is perceived as a person of high moral judgement), and ewnoia (the
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orator is perceived as a person who wants the best for his/her fellows). Second,
pathes, dealing with emotions that the speaker is trying to create and the audi-
ence to experience. This may involve the orator showing his or her own feelings,
using emotional symbols, anecdortes, or examples. Third, fogos, which concerns the
rational arguments and logical reasoning char is used by an orator. Put simply
this involves the use of facts, figures, linear logical reasoning, and perhaps
references to scientific sources. By using eloquent language (Lart. eforntio) and
various rhetorical figures such as metaphors, analogies, or parallelisms, the
orator tries to influence his audience by combining chese different means. The
systematics chat Aristocle created still have relevance and can be compared
with modern models and formulas for strategic communication, markerting,
and so forth. The orator may just as well be an organization and in modern
times a new field of organizational rhetoric has evolved.

Rhetoric is both a theory of human persuasive communication and an
arsenal of rools for people who want to understand the resources thac are
available in a rhetorical-communicative situation. The linguistic focus that is
the basis of rhetoric has had a scientific revival, sometime named the “linguiscic
wurn”, with clear links to poststructuralist and postmodern theories (e.g.
discourse analysis) that the social sciences developed during che late 1900s.

Transmission and mass commuunication theories

Very few contemporary communication scholars now refer to the commu-
nication models developed during the 1940s and 1950s. During chis period
there was a scientific-technical knowledge ideal aiming to create a single
universal model that could explain all forms of communication. But che two
cheories thar are usually actribured to this belief in universal systems for che
technological transfer of information have been subjected ac times to naive
and ahistoric criticism. This was true for the “The Mathematical Theory of
Communication”, published in The Bel/ System Technical Jowrnal by the
researchers Shannon and Weaver (1949). This cheory deals wicth mathemarical
conditions for signal transmission via electronic media on the basis of a divi-
sion between transmiccer, encoding, signal, noise, receiver, and feedback.
Shannon and Weaver coined several key concepts incorporated into social and
behavioral communication research. The criticism that later generations of
communication researchers raised againse the model is misdirected: che purpose
of the model was not to describe interpersonal communication (Jansson, 2009).
In conrrasr, chis research has been of great importance for the development of
digital communication decades later.

The theory developed by che political scientist and communication scholar
Harold D. Lasswell also met with this sort of response. From the 1920s
Lasswell conducted groundbreaking studies on mass media and propaganda.
Lasswell (1948) described a now classic formula of five elements chat could be
analyzed: Whe says what to whom by which channel and with what effect? This
formula has since been cricicized for being based on the same simplistic



\What is communication? 29

approach to communication as Shannon and Weaver's model, but the fact is
chat Lasswell was mainly incerested in the study of propaganda and his studies
had a solid reality-based background. The role of mass media and propaganda
during the first and second world wars can hardly be underestimaced, even if
the belief char media had a cne-directional powerful effecc was later pro-
blemarized (McQuail, 2010). And the simplified formula does not completely
illustrate Lasswell ideas. He also highlighted that the division was proble-
matic and that he viewed communication as an incegraced process. During the
1900s there were increased concerns in society regarding mass communication
effeces. During this era, mass communication content was created by profes-
sional sources, advertising agencies, newspapers, political campaigners, and so
forth. Mass media were viewed as technical channels for distriburion and the
receivers (defined as public opinion or an audience and lacer also as rarget
groups) were for a long time seen as passive and homogenous. Bur media and
mass communication scholars gradually realized that the effects of mass
communicacion were noc at all conclusive. One of che milestones in mass
communication research was set by the sociologist Lazarsfeld and his research
tearn, based on the results of cheir major studies of media influence on poli-
tical elections and voters during the 1940s and 1950s (Katz & Lazarsfeld,
1955; Lazarsfeld, Gauder, & Berelson, 1968). Lazarsfeld’s research pro-
blematized che established idea thar media had a direct and unidirectional
effect on political artitudes and behaviors. Instead, che empirical studies
demonstrated three types of media effect on election campaigns, which could
well be compared with communication forms other than the political forms of
communication campaigns or actions (Scrdmbick & Kiousis, 2011): activation
(of underlying values and attitudes), enforcement (which accounted for mest
voters), and inversion (which was a relacively modest effecc). Lazarsfeld’s scu-
dies also led to che creation of the two-step flow of communication model,
which, simply pur, means that interpersonal communication, or discussions
becween people, have a much stronger effect on acrirudes and behaviors chan
mass communication. The key players in these processes are so-called opinion
leadlers, defined as people who have higher media use, are considered cruscworthy
because they are similar to others, and are more savvy and social than others
in the field. The two-step flow of communication has been considerably cri-
ticized, partly because it was established before the breakthrough of relevision
and other new media (such as social media), which has made the process more
multifaceted and complex, and parcly due to the fact that rthe division
berween passive followers and active opinion leaders is not reliable, wich value
changes in later generations leading to reduced confidence in auchorities and
opinion leaders. Despite this, opinion leaders are undeniably importanc in all
forms of strategic communication and are a classic racric of influence.

There is a direct link between the two-step low of communicarion model
from the 1940s and che increased interest in business and research for so-
called inflwencers in social media. Uzunoglu and Misci Kip (2014) conclude
thar social media converts che two-step flow model into a mulristep flow
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theory where each receiver is also a potential cransmicter. Influencers are hard
to define and do noc fit with early definitions of opinion leaders. Basically,
influencers are connected to large nerworks of people (with common lifestyles,
interests, and values) through social media such as blogs, Twitter, or Insta-
gram. They may be young or old, professionals or non-professionals, already
established celebrities or not. In any case, influencers need to be considered
authentic and personal. In the field of public relations, the impact of personal
influencers is nothing new even if social media have changed the roles and
processes. In marketing, where promotional advertising has traditionally been
a core platform, the role of influencers has led to the esrablishment of sub-
disciplines such as influencer marketing. Marketers map important influencers
who have developed strong personal brands as well as huge networks and rry
to assign them as channels for promoring products and services. The influencers
may get rich bur risk losing credibility when they make these agreements,
especially if cheir integriry is damaged.

The agenda-setring theory is another classical mass communication theory,
based on empirical studies of how people are influenced by political opinion
formation in the media (McCombs & Shaw, 1972). The agenda-setring cheory
shows, among other things, that there is strong correlation berween whart the
mass media reports and what people consider to be imporrant issnes—in other
words, the mass media more or less decides whar is discussed in public. Burt
the mass media does nor control how people interprec the content of the
media. There have now been hundreds of scudies of agenda setting and the
theory has been questioned (e.g. criricized for being too simple and causal and
viewing audiences as rather passive), but the main conclusions that McComb
and Shaw drew may still be considered largely valid.

Translating the agenda-setting theory into an organizational context, many
leaders and executives probably recognize the reasoning. It is rather easy to
influence what employees are talking abour in an organizarion, much mote
difficulc to make all employees think the same way or influence their inter-
pretations—and some people emerge as strong opinion leaders in these pro-
cesses. The facr char most people reinforce their pre-existing values and
attitudes can in turn be explained by the theory of cognitive dissonance
(Festinger, 1957). This cheory is based on humans’ need for psychological
balance or equilibrium, which means that we rationalize our choices or deci-
sions retrospectively. Simply put, most people prefer to support their choices
or decisions, not to change them. It is human to discard or ignore informarion
that does not confirm what you already know or think or to interpret infor-
mation in such a way that you can defend your values, attitudes, or acrions.
Basically, this is a psychological defense mechanism, which means cthat we
organize our image of reality in such a way that it becomes consistent wich
our actions so that cthey appear accurate and beneficial. An example might be
a manager who decides to purchase a new intranet system. When launched,
more and more employees complain that it does not work properly. The
manager is listening, buc does not want to hear the negarive information. The
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manager is selective and only retrieves information that confirms che righcness
of his decision. Not until the negative information has increased to the
strength of a hurricane will che manager realize that he or she is wrong.
Anocher example may be obrained from crisis situacions, where chere can be very
considerable pressure on individuals. During crises, the media tend to search for
scapegoats who they can claim are responsible for what went wrong. It is
common that the people in leading positions avoid all liability, even if cthey are
actually responsible. This behavior can of course be strategic, bur it can also
be explained by dissonance theory—rthac is, it is a way to rationalize what has
happened in order to create consistency berween thought and action. As a
communicacion professional, it is important to understand chat people reinforce
the atcicudes and behaviors they already prefer rather than create brand new
ones. This applies equally to managers, employees, customers, and citizens.

Communication as co-creation

The established communication theories presented above have been complered
and furcther developed in different ways. In recent decades, communication
research has become more and more characterized by a participatory perspec-
tive. The division between sender and receiver (wicth a scrong focus on chan-
nels and discribution) is challenged and replaced by a contextual,
sensemaking, and interactive perspective. The technological development is,
of course, central to this communication-theoretical shift. Due to digitaliza-
tion, the structure of che mass communication theory is partly eroded. Mass
communication theories assume chac cerrain institutions (organizations such as
newspaper or other media companies, advertising or public relations agencies,
public auchorities, etc.) own and concrol the production and distribucion sys-
tems. Reaching a large group of people with a message was the essential work
of professional communicators who had both knowledge of and access to these
systems. This is now no longer the case. In principle, anyone who has access
to a computer or mobile can now make movies, texcs and so on, publish them
on different social media platforms, and reach a large group of people beyond
time and space. One mighrt even say that every individual is a porential media
company. There are of course those who have a highly optimistic view of this
development, which means that all people are now participants and media
producers, eroding old hieracchies and power relationships: “Here comes
everybody” (Shirky, 2009). But there are also skeprics and critics who argue
that che power of information in a society or organizacion has never been
evenly discribured and that the new digital technology primarily allows
increased monitoring, new forms of propaganda, and commercial exploitacion:
“Corporate social media are nort a realm of user/prosumer {prosumer: producer/
consumer} participation, but a realm of Internet prosumer commodification
and exploirarion. The exploitacion of Interner prosumer labor is one of many
tendencies of contemporary capitalism™ (Fuchs, 2013).
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In the field of markering changes a major change has taken place over the
last decades due to the new communication opporcunities offered by digiral
media and data. Traditional marketing is based on the exchange and trans-
action of physical products such as cars, furnicure, and other consumer goods.
As the service sector and the supply of services has grown, product-oriented
marketing has become less important. Researchers like Christian Grénroos
(1994) were early critics of traditional marketing models that mainly focus on
an efficient production process and have a unilateral business perspective. To
provide an alternative view, Grénroos launched the concept of relationship
marketing, which puts the customer, not the product, at the center.

Based on these thoughts, Stephen Vargo and Robert Lusch (2004, 2015)
developed a new perspective in marketing—a service-dominant logic. It
focuses on consumers and long-term relationships and has a developed view of
the exchange process. According to the new logic, consumers are CO-Creators
of value. Value creation does not end when the product is handed over to che
consumer but continues when the consumer uses the product. Marketing
today means much more than developing, promoting, and delivering pro-
ducts. Vargo and Lusch argue thac there is a similar paradigm shift in both
marketing and communicarion research and practice, as the traditional func-
tionalist, mechanistic, and product-oriented model is left behind for a more
humaniscic and relacionship-based model. In the new paradigm, che impor-
rance of communication processes is emphasized, especially the need for dia-
logue and for corporations to give consumers a direct answer to the guestions
they ask. The service-dominant logic is basically a value-based model in
which all acrors are perceived as imporrant resources. C. K. Prahalad and
Venkatram Ramaswamy (2003) have had a significant impact with similar
ideas in the field of innovation and production development. They argue that
neicher value nor innovation can be created from a purely business and product-
oriented starting point, especially not with increasingly tough global compe-
tition. Consumers have more choice than ever before bur are often less sarisfied,
which is of course a big challenge for corporations. According to Prahalad and
Ramaswamy, the digital media is boch a factor behind the paradigm shift in
marketing and an important medium for creating and maintaining relation-
ships with consumers and chus jointly producing value. Through the use of
digiral media, consumers have gained greater power. This is partly because
access to information is now much more open than before and partly because
different customer communities come together and can exert influence on
companies. Furthermore, customers can disseminate their views abour pro-
ducts they are dissatished with or tell different stakeholders how chey have
been treated by business representatives, which in itself may pose a chreat to
companies. In other words, companies must adapt to this situation, not least
because the consumers’ experience of a company, its activities and products or
services are of major importance for the value-adding processes, innovactions,
strategies, and leadership.
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A first step, according to Prahalad and Ramaswamy (2004), is to realize che
changing consumer role, which has gone from isolated to interconnected,
from unconscious to informed, and from passive to active. The next step is to
establish a value-creation system according to the DART model (see Figure
1.1). The acronym DART stands for dialogue, access, risk-benefits, and
transparency. This model challenges managements’ and managers’ previously
strong position with regard to, for example, access to information and control
of the dialogue wicth customers.

According to the DART model, four building blocks are needed co
understand and create shared values. The frsc is drafogne. Prahalad and
Ramaswamy emphasize that dialogue involves more than just listening ro
cuscomers. There must be a reciprocity, where both parties learn and com-
municare as equals with the goal of developing and improving together. A
positive side effect of dialogue is thar it provides good conditions for creating
and maintining a loyal communiry. Later research (e.g. Gustafsson, Kris-
tensson, & Witell, 2012) confirms that communication and interaction
berween consumers and companies is a key aspect of achieving successful
collaborative products. Acess is the second building block in the model. Pra-
halad and Ramaswamy emphasize thac successful companies give customers
access to their “libraries”, dara about the production process, ecc. Risk

Dialogue

Transparency ~ Co-creation of Access

value

Risk-benefits

Fignre 1.1 The DART model
Source: Prahalad and Ramaswamy (2004).
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assessment is che chird building block. One mighe think that consumers should
also share che risk if they are co-creators. Prahalad and Ramaswamy think this
is going a licrle too far, bur they point out thar it is imporrant to commu-
nicate the risks that exist. The last building block is transparency, which has
increased significantly in recent years, partly due to the emergence of digiral
media and parcly because external stakeholders require grearer rransparency.
The requirement for transparency from consumers and other stakeholders is
also linked to the debates abour sustainability and corporate social responsibilicy
(CSR). Together, according to Prahalad and Ramaswamy, these building
blocks create betcer opportuniries for companies to engage consumers and, at best,
communication with consumers can lead to new produces and services—rthat
is, new values may be created.

Still, research shows that only a few contemporary organizations really open
up and are transparent. One can also strongly question what kind of and
whose transparency we are talking abour (Christensen, 2002). The informa-
tion published on the company websire is usually strategically selecred, from a
management perspective. Employee opinions, if different from chose of man-
agement, are seldom if ever published on the web. Furthermore, research has
shown that the digital media dialogues are utilized to only a limired extent
(Santi & Kyoichi, 2012).

The models of co-creacion can be seen as expressions of a sharing discourse.
At the same time, the theories mentioned above clearly reflect the perspective
of companies. A critical theorist like Habermas, whose work we will present
soon, would probably view co-crearion as a hidden strategic act. We still
believe that we live in a time thar could be described as experiencing a
communicative paradigm shift: from the transmission model to a parcicipa~
tory or co-creation model (sometimes conceptualized by such simnilar rerms as
share, open, access, and dialogue). In scrategic communication (but mostly in
public relacions), basic communication theory has received rather liccle acten-
tion, bur che inceresc is increasing. The break from the transmission perspec-
tive has become clearer in the last decades. As an example, Botan and Taylor
(2004) emphasize che emergence of a collective perspective in public relacions:

The co-creational perspective sees publics as co-creators of meaning and
communication as what makes it possible to agree to shared meanings,
interpretations and goals. This perspective is long term in ics orientation
and focuses on relationships among publics and organizarions.

(p- 652)

‘The characterization of publics and the transformation of the
public sphere

Grunig and Hune (1984), core contributors to research in public relations,
initially analyzed what distinguished different publics that end up in conflice
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with organizacions (the concepr “public” is somewhat similar to the concept
“stakeholder”, which has its origin in business and management research). In
this context, a public is not the same ching as a professional public, bur rather
about sponraneous formations of people constructed in relacion to a pro-
blem or dispute thar exists or is created between an organizarion and it's
surroundings. A siruational example may be when environmental organi-
zations respond to increase in emissions from an induscry. Another example
may be when a healthcare administration is assigned responsibilicy when
individual healthcare workers 1o miscreat pacients. A third example may be
when a food company is attacked in the media because their products are
considered to concribute to obesity among the population. Grunig and Hunt
defined four different publics based on degree of engagement and problem
involvement:

®  Non-prblics: Potential groups of people who are not affected by a problem
and thus have no problem involvement or engagemenc.

o Latent publics: Groups of people who can have a high problem involve-
ment buc lack engagement. In other words, typically dissatished buc
passive actors who do not consider themselves able to do anything that
affects the problem.

o Conscions publics: Groups with both high problem involvemenc and
potential engagement. It is not entirely certain that chey will ace, buc the
possibility exists.

e Active prblics: Groups with high problem involvement that are directly
affected by the problem and who are strongly engaged. The groups have
also organized themselves and established strategies and tactics co confront
the organizarion that is considered responsible for che problem.

The publics are nor static bur can be seen as differenc stages in a process.
An organization thar has no knowledge of which publics might become active
and neglects latent and conscious publics runs the greacest risk of ending up
in a “situation” with active publics. When the organization is challenged by
an active public, for example through different opinion activicies {demonstra-
tions, debate articles, Twitter storms, etc.), there is quite a bit to do. The
problem has already been defined by the external publics. Studies of reactive
defense strategies in confidence crises chat arise indicate chac ic is usually most
effective to acknowledge the problem and apologize (Benoir, 1995). We will
return to crust and advocacy strategies lacer in the book.

New media technologies, forms of social organizacion, and an increased
focus on single issues have led to an increase in active publics, as well as the
speed with which chey organize themselves (Hearit, 1999). Grunig (2009}
believes that che theory of publics and the public relations models (presented
later) developed by him and his colleagues are still valid—and that the
increased interactivity between organizations and its surroundings implies
that journalism has becomes less impertant and that the possibiliries for
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symmetrical communication are increasing. Despite this normative optimistic
attitude, Grunig also states chat practice does not change so quickly:

The new digital media have dialogical, interacrive, relational, and global
properties that make them perfectly suited for a strategic management
paradigm of public relacions—properties that one would think would
force public relarions pracritioners to abandon their cradirional one way,
message oriented, asymmetrical and ethnocentric paradigm of practice.
However, history shows that when new media are introduced commu-
nicators tend to use them in the same way chat they used the old media.

(Grunig, 2009, p. 6)

Grunig also means chat organizacions now have to use public relations ro
participate in the discussions that are created and exist among different pub-
lics (Grunig, 2009). The management perspective that permeaces this rea-
soning is in sharp contrast to the ideas and cheories developed by probably the
best-known philosopher who focused on the public sphere, Jiirgen Habermas.
The social philosopher Habermas is a constantly referenced source for issues
concerning the public sphere. Habermas had as his background che so-called
Frankfurt school, which began irs crirical research in the 1930s. The Frank-
furt school was not really a school, racher it was a collecrive term for a variety
of researchers, all of which applied a crirically theorerical and frequently pes-
simistic perspective on modern capiralist sociery. The fundamencal ideas were
developed in the book Dialectic of Enlightenment, written by Theodor Adorno
and Max Horkheimer (1944). In this highly critical text, the authors find that
the values thar characrerized early modern society—rationality, freedom, and
progress—have been replaced, due to the increased influence of capitalism in
all sectors of society, by their opposites. Inspired by so-called neo-Marxism and
characterized by the auchors’ personal experience of a totalitarian society and
its ideologies, Adorno and Horkheimer criticized both Nazi and American
popular culture. Habermas belongs to a later (chird) generation of critical
theory and has in particular developed theories of cransformacions of the
public sphere and communicative action. Habermas (1989) The Structural
Transformation of the Public Sphere: An Inguivy into a Category of Bowrgeois Society,
published in 1962 as his doctoral dissertation, is driven by a crirical emanci-
patory ideal. Habermas's ideal is harmonic, equal, and rarional communica-
tion berween communicy citizens, with everyone participating. In his analysis
he is particularly interested in the importance and funceionality of mass
media. Simply put, he has a pessimistic view of che role of media in societal
development. In his analysis he evokes a historical epoch and cultural envic-
onment where an ideal racional public sphere free from incerference existed:
the bourgeois public sphere that developed in the eighteenth century in cafes
and other public spaces. In chis sphere newspapers, magazines, and books were
read and discussed from a public interest perspecrive, Habermas means thac
after chis period the mass media has been integrated into the capiralisc (or
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toralitarian) communicy of conglomerates thac increasingly regards the public as a
group of customers instead of equal citizens. Journalism has been commercialized
according to the same reasoning. Public relations as well as advertising are
mencioned as examples and expressions of this unfortunate development.

Habermas's idealization of the bourgeois public sphere of the eighteenth
cencury has been roundly criticized, not least because this forum belonged
exclusively to a masculine elite. One of the other main counrer arguments is
that Habermas's theory is based on an excessive confidence in rationality.
Bauman commented on this confidence by likening Habermas’s ideals to an
academic sociology seminar, where everyone parricipaces and all arguments are
tested correctly (Bauman & May, 2001), which may sound like an academic
Uropia bur is hardly human society.

Habermas believes that the public sphere is a mediating struccure berween
political and private systems. In order to adapt Habermas’s theory to public
relations, Inger Jensen (2001) distinguishes three public processes (the last of
them lacks support from Habermas's theories and is added by Jensen):

o Literary public processes. These processes accommodate differenc forms of
culcure and expression chac occur in the public sphere. Basically, chese
processes consist of different types of reflection among individuals and
groups of people. In literary processes we reflect on ourselves using a
constructed world. In pracrice, there is no difference between high and
low culrure; these processes include all forms of art and literature and are to
be found in popular movies and games as well as art galleries and novels.
Through chese processes, opinions, atcitudes, and identicies are created.

e  Political public processes. In these processes, societal problems and solutions
are identified. Criticism of or demands on regularions ar local, regional,
national, or transnacional levels are ac the cenrer. This is partly an insti-
tutionalized process in the form of government, parliament, and other
legal actors, partly a civil and unregulated process wich cirizens and var-
ious social and political movemnents. The media can be regarded as a filter
berween these processes.

o  Organizational public procesies. These processes are highly relevant to stra-
tegic communication. Here are processes chac aim ac creacing legitimacy
and idencicy for organizations in relation to ocher organizations and
societal processes. The starting poine is thac organizations form part of
the public sphere and act on its terms. The intentions vary, and include
everything from building organizational brands, creating accenrion and
demonscrating social responsibility to influencing regulatory processes.

Asymmetry, symmetry or both

Within public relations research, one of the core fields of strategic commu-
nicarion, the five different public relations models that James Grunig and his
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colleagues developed during the 1980s and 1990s in the so-called Excellence
project have been paradigmaric for che field (see Table 1.1). The models
are mainly based on quantitative surveys of three hundred organizations in the
United Srates, Canada, the Unired Kingdom, and at a later stage in a number
of other countries in Asia and Europe (Dozier, Grunig, & Grunig, 1993). The
Excellence project researchers emphasize that the five models can be regarded
as historically based, and that che latter models may be seen as offering both
strategic and ethical ideals for practice. From a scientific theoretical perspec-
tive, the project is rooted in a system theory tradition which here implies thac
the purpose is to create balance and harmony between organizations and
sociery through public relations. In other words, communicacion is about the
management of these relationships in order to primarily benefic the organiza-
tion's best interests. The first question concerns whether direct conracts
becween people are in focus (including interactive mediation, for example by
telephone or e-mail) or by mass media or other media (for example, by blogs
or newsletters within a larger organization). The possibilities of creacing the
conditions for ideal symmertrical communication increase with direcr conracts,
while mass media as such are considered one way-oriented as channels. It is
also a facr thar the latcer models are mostly about situations when there is a
potenrial dispute berween an organization and its publics, while the early
publicity model is based on the lack of knowledge about something.

The publicity model is considered to represenc the practice of the first
epoch, especially in che United States, connected to the emergence of critical
journalism and lack of public conhdence in large companies. In practice.
public relations was often the same thing as dubious crisis management
("damage concrol”). Some crirical scholars {e.g. Ewen, 1996) find this form of

Table 1.1 Five models for public relaticns

Publicity Information Asynimietyic Symmetric Game
mode! miodel two-wway tro-teay model—
model mode! Mixed motive
Aim Propaganda  Dissemina- Scientific Mutual Negoriation
tion of persuasion under- win-win
information standing
Process One-way One-way Two-way Two-way Two-way
truth not truch truth truch perspective
essential imporcant important imporrant
Model Sender— Sender— Feedback- Group to Sender—
receiver receiver system group sender
necwork
Effect Exposure Distribution  Range Qualitative Diplomaric
artitudes under- agreement
standing

Source: Grunig and Hune (1984) and Dozier, Grumig, and Grunig (1999%), adapted by the

authors.
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public relacions—wich lircle or no relacionship to the truth—is scill common.
Under everyday conditions the primary purpose of public relacions according
to cthe publicity model is to gain media actention and coverage. This form of
public relations, or PR, is what many people associate the concepr wich:
creating spectacular scories or events that gain massive attencion. Indeed, it was
the “experience” industry of the past (circus, thearer, erc.) thac developed early
public relarions. The publicity model still applies in fields such as the enter-
rainment industry and politics and during wars and conflicts. The basic problem
is ethical in cthat the purpose i1s considered pre-eminent; there is no truch
requirement. From an applied perspective there are chree fundamencal problems:

®  Publicity says very lictle abouc che actual effects on acticudes and behavior.

Maximum publicity rarely produces long-term effects, only short-term effects.

® The model is founded in a transmission perspective of communication,
neglecting incerpretative dimensions as well as the complexity of
communicarion as such.

This is nor say that the publicity model should be rejecced: if exposure is
based on truchfulness, there is the chance of some long-term benefic. Based on
the persuasive model, exposure is of course important in the firse part of a
communication process. But publicity must be pur in ics conrext and
integrared as parr of an overall strategy

The informartion model is not as focused on media atcention and journal-
istic exposure. However, the same persuasion model is the starting point. Buc
the effects are measured slightly closer to the target groups, as distriburion
and reach. For example, if the sender has successfully transferred a brochure to
the recipient’s mailbox or placed a product promotion on a Facebook log, the
target has been reached. According to Grunig and other researchers, the
model is particularly common in public information activities. Straregic
development, adaptation to group or individual levels, and evaluation are
valued less highly than distribution measures. An assumption is that many
organizations can recognize themselves in this model. It is difficult to ger
media arcencion so the focus moves to producing and distributing brochures,
leaflets, or digital ads to unclear target groups. The informarion model has
two fundamental problems from an applied perspective:

e The lack of stracegy, rarget group adjustment, and evaluarion leads to
weak effects.

® The model is based on a one-way communication view, overvalues the
importance of channels and content, and neglects sensemaking and
interprerarions.

The asymmetrical two-way model is a strategic model, which in pracrice
means that the sender is more interested in feedback than in the previous
models. It constitutes a blend between persuasion and adaptation. The
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publicity model is about pure exposure and the information model abour
distribution; with chis third model the sender investigates where the message
lands. In concrete terms, the sender conducrs surveys {typically using quanti-
tative methods) in order to find our which channels and messages work for
different targer groups. Measuring actitudes are crucial for this model. The
model is most often used for targeted information or promotional campaigns
and less rarely when it comes to media atrencion. Media publicity may be
measured in several interesting ways, but in practice it has been common to
focus on counting message distribution, not effects on actitudes. This is
strange since chere is a long tradition of media effects research and theories about
how media content is interpreted differently depending on context, situation,
and audience. However, there are also criticisms of this model since it is stll
very sender-oriented and does not takie into account situations where the subject or
message requires other forms of communication that provide greater scope for
negortiation and dialogue berween two parcies.

The symmetrical two-way model is based on this dialogue ideal, where
transmitters and recipients as concepts are replaced by two equal parries. But
one may question whether dialogue is a valid concept for strategic commu-
nication rhac in itself has a persuasive purpose. Dialogue is created chrough
open-ended conversations. According to the philosopher Marcin Buber, real
dialogue means seeing the value of each other’s experiences and regarding
each other as subjects, not objects (Falkheimer & Heide, 2003). The sym-
metry model also received criticism for being utopian and racher obscure—
neglecting issues of power thar are unavoidable in practice. In any case, accempts
at symmetrical communication are a necessity in situations where chere is conflict.
It also has validity in sitnarions where chere is some kind of crisis.

The mixed motive model, inspired by game theory, is a compromise
becween symmetry and asymmerry and is based on negortiation as a cencral
concept. The starting point is similar to that in the symmetric model: there is
a conflict or differing judgements. A solucion can only be found when the two (of
more) parties give up something and find common ground. ¥hen both parties
give up something, cooperation is achieved and both win something (win-win).

The public relations models should not only be seen as a history of devel-
opment. Grunig believes thar all models have some applicable relevance,
depending on an organization's purpose or concext (Grunig, 1992). For
example, initial media coverage is often a prerequisite for an effective long-
term campaign (provided that the other models are applied in accordance
with a well-thought-out scrategy). Based on his studies, Grunig considers thac
the first two models are mainly used by large conservative organizarions that
have a dominant view of their surroundings and do not see comrmunicarion as
relational burt as the transmission of predetermined norms and messages. Two-way
models allow the environment some influence bur still on the organization’s
terms.

Although the publicity model was more common in che early 1900s than
today, there is no doubt chat it still exists. Digicalizarion has led ro new



What is commumication? 41

propaganda possibilities—at the same rime as opportunicies for rwo-way
communication have increased. There are many contemporary examples of
new forms of propaganda chac may be partly linked to che publicicy model.
One example is the social media strategies of the terrorist group Daesh (also
Islamic State or IS). Daesh developed a complex media and communication
system that combines old propaganda and publicity tactics with contemporary
communication scrategies. By using several channels (a multi-channel strat-
egy), a strong narrative driven by a core goal (to create a caliphate), and visual
communication with intertexcs to established action genres and inviring fans
and co-members to take part in the productions, Daesh has created a trans-
national brand (Nissen, 2014; Falkheimer, 2016). By posting a massive
number of messages and content in differenc channels the messages are spread
to all stakeholders.

Serategic and communicative action

The dichotomy berween transmussion and sensemaking approaches is of core
relevance for straregic communication theory. Concepts and ideas abour
asymmetrical and symmerrical communication, carger groups and publics,
and the public sphere are also at the center of che field. Leaving scrategic
communications and public relacions theories aside, there are good reasons for
learning more about societal communication and the public sphere. The besc-
known scholar in this field is the German sociologist and philosopher Jiirgen
Habermas. Habermas's communicarion cheory is based on a division between
strategic and communicative actions (Habermas, 1984). Strategic action is
goal-oriented, persuasive, and instrumental, while communicative action is orien-
ted towards understanding and consensus. The goal of strategic action is to
quickly and efficiently achieve external goals. The objective of communicacive
action is rarional and mutual understanding through critical discussion in
order to coordinate actions. We can thus see the strategic act of Grunig's
asymmetric models and the communicative behavior of the symmetrical
model. The basic question is whecher it is possible to pracrice or plan for
communicative acrion in strategic communication. Following Habermas's
theory, strategic communication in itself is obviously scrategic, not commu-
nicarive. Habermas would probably claim that when straregic communication
professionals emphasize concepts such as symmetry and rational discourse,
they are in reality pursuing a hidden stracegic purpose. He means thac due co
the development of modern capitalism, most societies have become colonized
by strategic acrion. Figure 1.2 illustrates Habermas’s communication cheory.

In accordance wich strategic action, the organizarional intention is to con-
trol and influence the environmenc. Through different functions and strace-
gies, organizations try to anticipate furure and potencial behaviors. A typical
strategic approach is to cry to identify and classify different audiences (such as
target groups, stakeholders, or activist groups), as Grunig does. The next step
is purely tactical. Various methods are used to control and influence che
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Social Actions
Communicative Actons Strategic Actions
Covertly Strategic Open Strategic
Actions Actions
Unconscious deception Conscious deception
(systematically distorted (manipulation)
communication)

Figure 1.2 Classificarion of social acrions
Source: Habermas {1984).

audiences. The open strategic act is easy to idencify—for example, advertising
wirth a visible sender. Hidden scrategic action is more difficulc ro discern.
Hidden scrategic acrion ranges from lobbying (direct, somecimes informal,
conracts with polirical decision-makers) and product placement in movies or
blogs to media coverage that is initiated and planned by professional sources
influencing journalists. This communication process is vertical—chac is, the
organization speaks to someone following a strategy.

A communicative act is equal and the goal is more participation than effi-
ciency. There are undeniable parallels wicth Carey’s (2009) sensemaking com-
rmunication perspective, as we discussed earlier. According to this chinking,
communication is true to the erymological origin of the word—to share
common meaning—and the only goal is for everyone to agree (reach consensus).
The communicartion process is horizontal: different actors talk ro each other.

Habermas (1984) has creared a formula for an ideal speech sicuation. This
ideal requires char 1) all persons who can speak and act are also able to
participate in the discussion and have the same right to express their views,
2) all persons have a right to submit proposals for what is to be discussed, and
3) no person may be prevented from using the rights enumeracted by the other
items. Habermas's ideal is an objective and rational discussion in which
everyone can participate, Decisions are thus made via the consensus thac is
arrived at, based on an objective and analytical basis.
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Dialogues, discussions, and debates

A dialogue is not the same as a discussion. This is the conclusion of one of the
leading dialogue researchers, William Isaacs (1999). He has researched orga-
nizations and different forms of communication and, like Habermas, has cried
to describe the ideal. Bur Isaacs clearly distinguishes becween dialogues, dis-
cussions, and debates. He believes that the Western and modern way of
communicacing cthrough discussion and debate, which may be considered che
basis for Habermas's ideals, has become roo conflict-oriented. Instead of
reaching our ro achieve new perceptions, communication follows pre-
derermined pacterns. The solution to this problem is to enhance the abilicy to
listen. Only when we adopt open listening for the purpose of understanding
the other or the others do we have a proper (generacing) dialogue. The dia-
logue is based on liscening without resistance, reflecting underlying norms
and approaches, and then generating new insights, knowledge, and a collec-
tive opinion. A constructive discussion is based on trying to argue for and
defend whar has already been decided. However, by using facts and analysis, a
synchesis (of the opposite arguments) can be achieved. A debate is also based
on the defense of an already established position, but less through objective
analysis and mote through rhetorical approaches where the purpose is to win
over the other or the orhers. From a communicative standpoint debates are
counter-productive since they lock people into pre-established positions and
reinforce what has already been said. Isaacs emphasizes that there are of course
places for discussion and debate—for example, in polirical discourse, when
people needs to get a clear idea of what differenc parries or candidates want to do
and which ideology they base their ideas on. But roo ofren we judge the coun-
terparcy in advance and do not listen actively. We make interpretations of
opinions and express opinions wichour showing respect to the other and devote
most of the time formulating the defense of our own opinions. The discussion
may lead to negoriation through compromise, while the goal of dialogue is
increased common understanding.

Isaacs’, Habermas's and Grunigs' descripcions of dialogue, discussion, and
symmetrical communication are relevant to strategic communication. More,
they are exciting and work as sources of inspiration. Considering the different
models and ideals as achievable formulas may be more doubtful, especially if we
assume that no communication sirtuarions chac are simple and not influenced
by history, hierarchies, or rhetorical dimensions.
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A large part of the discussion on strategy is based on a tradicional and linear
view of the concept, which assumes that a cerrain plan of activities and
acrions leads to a cercain desired effect (Moss, Warnaby, & Newman, 2000).
Moss and others also concluded that research abour strategy in the manage-
ment field completely lacks discussions involving strategic communication
and public relations dimensions. At the same rime, strategy as a dimension in
strategic communication and closely related fields has been taken for granted
and seen as something rather instrumental and uncomplicated, something
that primarily concerns communicacion managers. However, there are exam-
ples of research (Moss, Warnaby, & Thame, 1996) chat point out the need to
strategically consider communicacion efforts and programs in order to achieve
the overall goals of the organizacion. Furthermore, there are some examples of
researchers who have atcempred to integrace strategy research wich public
relations research, as well as some examples of research in which the science-
theoretical basis for public relacions strategies is discussed and questioned
(Holtzhausen, 2002). We want rto argue that the low level of interest and
litcle serious reflection on strategy also applies to praceitioners. Communica-
tion professionals ralk about and carry our strategy continuously, but maybe
not always according to a rational logic. One may even ask whether the
rational srraregy talk really reflects realicy—indeed, this constitutes a sig-
nificant research question for the future. In other words: is there a one-to-one
relationship between the fancy strategy success stories told ar various con-
ferences or in books and articles and what really happens when strategic
communicarion is enacred? Are the rational stories mainly retrospective and in
fact rationalizations of activiries and tactics that “just happened”, unrelated to
strategies and plans?

Straregic cheory originates from military cheory, a field that is cenruries-old.
However, a strategic perspective on business, as we embrace it today, emerged
in the 1940s, primarily in the United States. Before thac there were, of course,
theories of leadership and management, which can relate ro scrategy, buc they
primarily focused on internal organizacional production processes, not mar-
kets, environment, or customers and consumption {Knighes & Morgan,
1991).
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Tactics and strategy

There are two concepts that are common in the management field and also
often used in organizations: tacrics and strategy. However, the question is
whart is the actual difference berween these two concepts. If we start with
tactics, the word comes from the Greek word teébtike, which means the art of
setcing up soldiers in a suitable battle scheme. In other words, the word has a
military origin and is about reaching a goal by defeating an enemy in a given
battle. Transferred co a civil context, tactics involve winning in a competitive
situation and refer to the means and approaches used to deal wich this. The
word straregy also stems from che military. The ecymological origin is strate-
gia, a Greek word for the arc of planning and directing overall military
operations in a war or batcle, focusing on overall and long-term goals. Strat-
egy is consequently more comprehensive and macro-oriented than tacrics and
in military contexts is about atraining political goals such as achieving and
maintaining peace or changing power relations berween two states. The
strategy concepe has been cransferred to a number of different fields, especially
within business but also in government, NGOs and the like. Strategy in this
context is about where an organization is now and how it can win over other
players or adapt to different external and incernal forces. Thus, strategy focu-
ses on an organization’s comparative benefits and performance (Barney, 2002).
The strategy concept has become very common in public organization—e.g.
in universities or municipalicies. Discussing scracegy ac seminars and meetings
and wriring it down in manifestos or plans is a common practice in most
organizations. The stracegy path can somerimes be compared co cherapy—the
purpose is to make people feel safe and secure in their own organizacion. If an
organization has a strategy, it is more likely that coworkers and external
stakeholders perceive it as professional.

According to traditional theory based on a rationality philosophy (see
chapeer 4), organizational management, sometimes wich the help of external
consulrants, needs targeted plans that are implemenced using parcicular tac-
tics ac lower levels in the organizacion. Being rarional in this contexc means
that, through a careful review of differenc options, you can choose the optimal
option for achieving your overall goals. This means thac all available infor-
mation must be collected and assessed. This is not possible in practice, how-
ever, because we humans have limited ability o trear and rake stock of the
amount of information that would be required to make the oprimal and most
rational decision. A common srarting point for a lot of strategic research is
that the top management of an organization is adequately qualified and
informed to make importanc stracegic decisions Wilson and Jarzabkowski
(2004). Furthermore, good strategies are supposed to be based on background
research and need to be implemented top-down. Communicacion professionals
are one group out of many in an organization thar have their own methods for
collecting background material. For communicatien professionals, benchmark
analysis (comparing different positions), media analysis (focusing on media
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image and coverage), and quanritative surveys (searching for attitudes among
stakeholders towards the organization) are typical rools. Communication pro-
fessionals talk abouc four different steps ro optimize strategic communication:
survey, planning, implementation, and evaluation Mintzberg and Westley,
2001; cf. Wilson and Jarzabkowski, 2004). Ir is often assumed that if these
four steps are followed, you work strategically, which implicitly suggescs chat
you are more effective than chose who “only” work tactically. Those who work
strategically are thus seen as proactive, while tacticians are called reactive. The
face that this division and view are so widespread is nor strange considering
that so many textbooks (Vargo & Lusch, 2004; Wilson, 2000), universicy
programs, and consultants preach strategic planning according to a rarional
logic. James Grunig's (Grunig & Hunt, 1984; Grunig & Repper, 1992) well-
known public relations models are based on a rational strategic logic, as are
many of the best-practice descriptions contained in consulcancy books (so-
called airport management licerature, since chey are often sold at airpores).
Public relacions licerature often refers to two types of communication profes-
sionals: strategists and rechnicians (e.g. Broom, 1982; Broom & Dozier, 1986;
Dozier, 1992). In practical work this division is diffused. A comperent stra-
tegist must also know about and be able for the craft and work involved with
practical questions in order to work strategically and for the long rerm.

Strategic schools and strategic perspectives

There is a lot of research on strategy, especially in the organization and
management fields. It must be noted that there is no consensus or generally
accepred definition of strategy (Chaffee, 1985; Mintzberg, 1973). One reason
for chis is chat strategy contains many dimensions and is dependent on
situarions and contexts, Strategy is usually perceived as something palpable or
a thing. This means that strategy is seen as something that an organization
bas, such as a communication strategy. Conternporary strategy researchers (e.g.
Jarzabkowski & Whittington, 2008a; Johnson, Melin, & Whictington, 2003)
are critical of the traditional perception of strategy and point out thac scrategy
is instead something human beings do—activities conducted by organizational
members. The late modern approach to strategy means that strategy is not an
organization’s properry bur rather a way of working. Consequently, strategy is
a social practice—thar is, an organized human activity (Schatzki, 2005) and
not something thar is solely linked to an organization's activities.

In strategy research, chere is a historical divide between “content” and
“process” approaches. It is possible to compare these two approaches wich the
transmission or ritual approaches to communication described in the previous
chapter. The content approach puts the type of strategy at the center, while
the process approach focuses on strategy formulacion and implementation
(Whittington, 2007) and is devoted to how and why things evolve over time.
Researchers who follow the process approach are critical of the idea of fixed
strategies and instead focus on investigating whar happens when strategy,
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organizarions, and individuals “collide” (Wilson & Jarzabkowski, 2004).
Scraregy process researchers believe that strategy should not be understood as
linear or as something thac happens when a long period of chinking is fol-
lowed by a long period of action. Instead, these activities interrelace and are
murually dependent.

Straregy as a research field can be dated to the early 1960s, with pioneers
like Ackoff, Ansoff, Drucker, and Selznick representing the process school and
Chandler and Porter representing the content school. In the mid-1950s, Pecer
Drucker (1955) launched the concept of management by objectives (MBO),
which was of major importance for corporate strategy work. According to
Drucker, work on serting goals, and effores to achieve these, should occur at
all hierarchical levels of an organization. Two years later, Philip Selznick
(1957) incroduced the well-known SWOT analysis, the acronym standing for
strengehs, weaknesses, opporeunities, and threats. The analysis is based on the
matching and comparing of internal facrors with excernal factors and the
development of a scraregy based on the ourcome. The SWOT analysis is still
used in many organizarions. Alfred Chandler (1962) pointed out that orga-
nizations must creare long-term strategies to achieve clear strucrure and gov-
ernance and a clear business focus. Three years later, Igor Ansoff (1965)
introduced gap analysis in the sctraregy field. The idea was that organizarions
should analyze che current situacion and the desired fucure situation and build
a stracegy thar reduces the gap berween them. Russell Ackoff (1970) con-
tributed a system-oriented overall approach to strategic planning. In 1980,
the well-known researcher Michael E. Porter published Competitive Strategy, in
which he emphasizes that the purpose of a business strategy is to strengthen
an organization's compertitiveness.

Over the years, various strategy schools have evolved, emphasizing different
aspects of strategy. Henry Mintzberg and Joseph Lampel (1999) have mapped
ten different schools, three of which are normative and seven descriptive. In
an acrempt to describe the development of research on strategy, Mintzberg
and Lampel (1999) concluded that “We are che blind people and straregy
formacion is our elephant. Each of us, in trying to cope with the mysteries of
the beast, grabs hold of some parc or ocher” (p. 21). Minczberg and Lampel
mean that the different schools must open up to each other and
acknowledge the screngths and weaknesses of each school. This broader
perspective, they believe, will allow che elephant (strategy) to be betcer
understood. Mintzberg (1973) and Chaffee (1985) have atrempted to caprure
what the broad research on strategy says. The starting point for researchers
trying to reconcile differenc schools is neo-positivistic—ic is assumed thac a
true reality exists “out there”. Researchers based on a social constructionist
perspective do not try to ind common ground or combine different perspec-
tives. Rather, they believe that each perspective can give us a certain picrure
and undersranding and it is enriching for research chac researchers do not
agree (see Deerz, 2000, and his corresponding discussion on perspectives in
organizational communication).
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Whittington's typology of strategies

In this chaprer we have chosen to use Richard Whitcingron's (2001} typology
to present different perspectives in strategic research. Whittingron is one of
the leading researchers in the field of scrategy and we believe chis typology
describes che different orientations in a particularly useful way. Whittingron
has idenrified four different perspectives on strategy in both theory and practice.
In this context, it may be appropriate to point out that his typology concerns
so-called ideal models—that is, properties and characteristics are clearer than
in reality, where they easily get mixed. Whittingron does not link the discus-
sions on strategies with strategic communication or communication strategies,
but we have added this dimension.

Classical strategy

The first perspective is the craditional classical strategy model, which has
much in common with the original etymological meaning of strategy. As
noted above, the classic perspective is based on a high level of confidence in
rationality at all levels of a system. This was a common way of understanding
organizations in the United States in the 1960s (Whittington, 2004). A
human being is seen as a rational creature, following the same logic the facher
of economics, Adam Smirch, used when he described “economic man”. It is
assumed thac all humans are highly calculating and utility-maximizing. Fur-
thermore, it is assumed that causes and effects can be fully concrolled. In
order ro achieve oprimal effects, those wich greatest responsibilicy in an
organizarion must create planning features thar affece all decisions. Harvard
professor Michael E. Porter (see, for example, Porter, 1980) is one prominent
researcher in this tradition. In pracrice, the classical scrategy is very rare; few
organizations fully work according to it (Mintzberg & Westley, 2001). The
ideal model for the traditional strategy is found in military organizations, in
major manufacturing industries, and in large public organizations. The man-
agement perspective is internal and information is analyzed in chronological
steps (first this happens, then this, and so on). Within research, as described
above, the first strategy researchers belong to the classical strategy perspective,
buc chey have been criticized since the 1960s. The classical perspecrive of
strategy can also be found in introductory books for strategic communication
and public relations. Students will learn that they need to follow different
logical steps as they develop a scrategy. First, a cerrain type of comrmunicacion
problem should be identified and analyzed using a general strategy model
borrowed from the management field, such as the SWOT analysis. Different
action options are then analyzed and a number of different oprions are set. In
the next step, tactics (activities) are produced—for example, media campaigns
or internal meetings with the employees. Implementation is then considered
to be complete and evaluarions are carried our, primarily using quanrirative
surveys. Ideally, the entire process follows a linear, detailed written plan.
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Deviations from the plan are not accepted and risk creating a crisis in the
communications deparcment. Practitioners generally have greac skill in plan-
ning and develop significant competence in writing documents (policies,
plans, erc.) and conducting surveys, but they are usually unprepared for crea-
tive improvisation—situational acting is neglected. In other words, chere is a
strong risk chat the plan will be followed even if unforeseen events occur
during the process (see Czarniawska, 2008). If chere is criticism of che ractical
implementation of the plan, the communication professionals will find it
difficulr to change it and instead will defend ir. The view of communication thac
dominartes the classical perspective is che cransmission view (Carey, 2009).
The classical perspective of strategy is primarily found in large organizations.
Furthermore, ic is likely thar this perspecrive is more common in organiza-
tions where the communication department is based at the headquarters, far from
the micro-places in the organization where value is creared through services
and products (see, for example, Falkheimer & Heide, 2010; Hiibner, 2007).

Evolutionary perspective

The evolutionary perspective of strategy is diamecrically different from the
classical perspective, especially from a communicarive viewpoint. Whitting-
ton has chosen to call this perspective evolutionary, butr it could also be
named a Darwinist perspective. A starting poinc is char there is no need to
put too many resources into trying to predict or control organizations’ envir-
onment or markets, The effecriveness of a racional bur uncontrolled market is
fundamental and leadership, strategies, and plans have no causal significance
for organizacional success. The question then becomes whar method is preferable
from this perspective. The most common is product or service differenciacion
by producing and discributing different customer offerings. The logical basis
for this method is simply chac it is the only possible one, since only an
uncontrolled market can reveal whar works and does not work. According to
the evolutionary perspective, chere is also reason to minimize administrative
functions in organizations, since few plans and strategies have any real value.
According ro the same logic, organizations must deliver new products and
services at high speed, and if they are nort successful, they must be withdrawn
from the market very quickly. This is an approach that is common in popular
culture. New artists, magazines, and television shows usually have a shore life
if they do not meet che financial requiremnents of che owners.

From a straregic communication perspective, the role of communication in
the evolurionary straregy is very simple—the aim is to maximize publicity
and actention during che launch of new solurions, products, and services. In
practice this means that scrategic communication is used as a sub-discipline of
marketing communications. The ideal practitioner might be a markering
professional or a former journalist who receives editorial publishing on behalf
of his or her clients. This form of attention seeking is sometimes seen as
belonging to the past, butr the evolutionary scraregy perspecrive is used in
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many modern organizations, especially those offering low-income products
and services. Examples of such products and services are toilet paper, salt,
flour, and train tickets. The evolucionary perspective is also based on the
transmission view of communication, with a high degree of confidence in
direct effects on major targer groups.

The processual perspective

The third perspecrive is the processual perspective. It could also be called the
sensernaking or relativistic perspective because it challenges the racionality of
organizations and their stakeholders. The epistemology (i.e. the view of what
knowledge is and how it is produced) is social constructionism, which focuses
on how sensemaking processes relate to the social context in which they are
communicared. In other words, communication is not a transmission process
between a transmitter and a receiver, buc a process where parricipants con-
struct meaning when they ralk and share messages. In the processual strategic
perspective, leadership and plans are not dismissed, but the rarional basis for
strategy is understood in a completely different way. The ontological approach
(ontology—how the world is represented) argues that reality should be interpreted
as dependent on chaotic contexts thar are impossible to describe in terms of simple
cause-and-effect perspectives. Because organizations are excremely fluid and
constantly changing, strategists cannot predict the future. However, strategy has an
imporrant role in organizacional meaning making or collecrive therapy. If strategies
are creared through optimal interaction and are decentralized, they can lead to
increased morivacion and gacher organizational members around cercain goals.
Overall, processual strategy researchers agree that strategies are of primary
imporrance for internal work. First, they are imporcant for coherent and
integrated organizational learning and for creating a sense of securicy among
organization members (Weick, 1979). If an organization is to achieve rhese
positive goals, che strategies must be flexible, open, and adapted to the local
situation and practice. Furthermore, the strategies must be comprehensive and
not too detailed or chey risk locking the organizarion into cercain actions.
From a straregic communication perspective, the processual perspective
means thar craditional ways of working with communication processes must
be questioned. For example, when detailed communication strategies are cre-
ated, external consultants are often hired. They tend to work with standard
models char do not consider the specific contexc since they have no experience
of this context. The processual perspective also questions che boundaries
between internal and external communication and proposes an integraced and
holistic approach. Using this perspeccive in practice is not very difficule
because the whole theory is based on what really happens in che lives of
organizations. Thac is, even if leaders and communication professionals say
they work according to the traditional perspective, the processual perspective is
what they really use—how they improvise and make sense of events retrospectively.
Mintzberg and Westley (2001) describe the relacionship berween thinking
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and action as follows: “Successful people know that when they are stuck, they musc
experiment. Thinking may drive doing, but doing just as surely drives thinking.
We don't just think in order to act, we act in order ro think” (p. 91).

In order to learn new things, one has to experiment and rest new solucions
to problems. In pracrice, the processual perspective implies that communica-
tion professionals should focus more on the pedagogical aspects of the pro-
fession and creace communicative spaces for formal and informal
communication with the aim of enhancing the reflection and leatning of
organizational members.

The system perspective

The system perspective is partly related to the process perspective because it shares
its foundarion in social psychology and sociology. The system perspective—which
involves adapting to different systemn logics through symmetrical commu-
nication or other models—is well known in public relacions. In strategy
research, system theory leads to the conclusion that leadership and decision-
making are crucial and planning and change scrategies are less important.
System theory is a large and complex field with different oriencations that are
difficulc ro summarize. In this context, the main argument in system theory is
that it is not possible to distinguish an organization from its environment.
Organizarions are dependent on changes in their environment buc also affect
their environment. From a strategic perspective, the main purpose is to create
methods and scructures that enable the organization to deal with chis mucual
dependence and adape ro its social and cultural contexc. In other words, the
success of an organization depends on how well it adapts to other social sys-
tems. Some conclusions are similar to those associated with the processual
perspective—for example, thar there are no universal strategies or models that
work. However, there is a crucial difference: the system perspective does not
take into account cthe interpretations of or meanings created by organizational
members on a micro level, buc focuses on che macro level.

From a strategic communication perspective, the system theory questions
the demand for a universal model (for example, 2 general return on invest-
ment model). The strong emergence of strategic communication as an indus-
try and organizarional function in many countries over che lasc decades could
be explained using system theory as a method for different syscems of dealing
with entropy (the degree of disorder or chaos). Consequently, it means chac
strategic communication is used as a solurion to complex organizational pro-
blems: creating order in chaos through informarion. If communication is to
act as a scracegic resource, this system needs to be complex. According to the
classical perspective, simple stracegic thinking will not solve the problem.

In practice, the systern perspective is probably quite common. Commu-
nication professionals are tasked with adapring organizations' acrivities and
representation to che prevailing standards, values, and culcure of the surrounding
systems.



52 Fundamentals
Summary of perspectives

In Table 2.1 below, we have tried to clarify che differences berween perspec-
tives by highlighting seven different characteristics: strategy, purpose, com-
municative focus, administrative role for scrategic communication, processes,
feedback, and epistemology.

Practical use in strategic communication

In this section we continue to develop the reasoning related to the chird per-
spective, the processual, focusing on its potential value for strategic commu-
nication. There has long been process- and practice-oriented thinking in the
management field, and so ir is with strategic communicarion. Generally
speaking, cradirional research wichin the scrategy field tends to stay ac a macro
level, with a fair degree of separation from the actual practice of strategies
where they are introduced and used. However, recently, organizational actions
and interactions have been re-highlighted in research (Jarzabkowski, 2004;
Jarzabkowski, Balogun, & Seidl, 2007; Whittington, 2006, 2007; Wilson &
Jarzabkowski, 2004). This development is part of a general trend in the social
sciences moving away from normative models that are often too simplistic.
The development has various names, such as pracrice use (Orlikowski, 1992;

Table 2.1 Four perspectves on strategic communication strategy inspired by Whirrington

(2001)

Classical Evolutionary Process System
Straregy Rarionalicy Efficiency Skill Adaptation
Purpose Promote long- Support expo-  Supporting Map adjust-

term planning  sure on che sensemaking ments o social

market processes systems

Commu- Internal External Inrernal External
nicative focus
Adminis- A centralized A publicicy Decencralized, Integrated in
trative role of | funcrion with  focus as part of support of management at

strategic com-
municarion

Processes

Feedback

Epistemology
(dominating)

clear borders
to ocher
tuncrions

Invesrigaring
(weak relation
to the imple-
mentation)
Documents
and plans

Posirtivism

the markering
function

Darwinistic
(survival of the
firzese and
fastest)

Visibiliry

Positivism

processes ar all
levels, close to
the local
meetings
Negoriation on
a local (micro)
level

Local under-
standing
Social con-
STIUCTIONISM

the highest
level

Analyrical at a
macro level
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Orr, 1996) and linguistic turn (Alvesson & Kiirreman, 2000b, 2011a), and
can also be seen as parc of more human management and organizational
research (Weick, 1979). Based on Weick's reasoning for “organizing” (as a
continuous process) instead of “organization”, Johnson, Melin, and Whitcingron
(2003) suggest a grearer focus on micro scrategy work. This emphasizes the
strategy activiries—rthar is, what members of the organization &b with the
strategy. This means that researchers’ interest should be directed not only ac
cthe formal development of strategies at managemenct level bur also ac the
strategy practicioners, who are often organizational execucives (see Whitting-
ton, 2004). Similar cricicism has been expressed by Jarzabkowski (2004), who
concludes char there is a gap between the theory of what members of the
organization say they do and what chey really do in everyday organizational
life. Jarzabkowski uses the concept of strategy-as-practice to illusctrate the
relationship between individual micro-practice (i.e. their daily work) and
macro-practice in terms of norms and values. This focuses on the normative and
economically dominated theory of strategy research and avoids simplified ideas
abour how senior executives work (Jarzabkowski & Whitcingron, 2008b). Accord-
ing to Jarzabkowski, Balogun and Seidl (2007), strategy is “a particular type of
acciviry that is connected with particular pracrices, such as stracegic planning,
annual reviews, strategy workshops and their associated discourses” (p. 9).

Based on the perception that strategy is somerhing char organizers create,
make, and realize rather than something an organizacion has, Marchiori and
Bulgacov (2012) argue that we must understand che imporrance of commu-
nication in the creation of strategies. Strategy is thus a communicacive practice
thar is conducted ac different levels in an organizacion wherein the organizarion
is continuously created and reproduced (see more in the introductory chapter).
In everyday life, organizational members create and modify strategies by inter-
preting events and giving meaning to them as well as inceracting with others.

Wilson and Jarzabkowski (2004) emphasize that there is always a reciprocal
relationship berween macro and micro. Micro-level acriviries have macro
effeces, while those activities are influenced by macro-phenomena connected
to polirical, social, and economic insriturions (for example, indusery standards
and governmental policies).

As mentioned above, reflections on strategy as concept and practice have been too
often absent in research on strategic communicacion. We therefore argue for a turn
where researchers pay attention to the communication professionals practices, based
on the processual perspective of strategy—that is, whart pracritioners do when they
act as communication professionals in organizations. Such research could be carried
out using ethnographic methods such as shadowing practitioners and observing
different acrivities (Alvesson & Kirreman, 201 1b; Nothhaft, 2010). Furthermore,
we would like to propose a more reflexive epistemological approach to research—
chac is, we would like to see researchers raking more inspiration from social con-
structionism, which has achieved recognition in other social science research felds.

Generally speaking, people have a rather negative image of strategic com-
munications, and especially public relations—they regard it as propaganda
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activity aimed at influencing individuals in a cerrain direction (e.g. their
opinions or actions) (cf. Cheney & Christensen, 2006; Coombs & Holladay,
2007). Even in che academic world, public relarions have relatively low stacus,
which is probably linked co rhe fact that the majority of theories in public
relations are based on a functionalist perspective (see Holtzhausen, 2002;
Holczhausen, 2012; Toch, 2002). Researchers like Cheney and Christensen
(2001b) have criticized public relations as an academic field, saying chat
“public relations ought to become even more intellectually expansive, more
critically reflective, and more cognizanc of the diverse forms of organizarional
activity in today's world” (p. 179).

Public relations appear to be cemented in a cradirional epistemology and
there is a clear need for new perspectives and epistemologies to enable the field
to evolve and raise its status and social significance. McKie (2001) emphasizes
that public relations researchers need to be more open to research in other
fields and chereby gain inspiration for alternative ways of understanding different
phenomena.

Regarding communicarion professionals’ artitude to communication strategies,
they would seem to be rather unproblematic phenomena seen from a traditional
classical perspective. Communication is understood according to the trans-
mission view on communication. This means that communication is perceived as
transferring information through any medium from a sender to a particular reci-
pient, who is supposed to “open the package” in order to underscand che
message (Axley, 1984; Varey, 2000). The challenge for commmunication pro-
fessionals is to identify a target group, choose the correct words to convey a
given meaning, select che appropriate medium, and srare che transfer process of
information to the recipiencs. Similarly, strategies are planned and implemented
in accordance with the classical perspective of straregy, meaning chart everything
can be understood and planned with “correct” and sufficient information.

Consequences for communication practice

“Plans are nothing; planning is everything” is a well-known axiom formulared
by former American president (1953-1961) Dwight D. Eisenhower. It describes
in a useful way a mindset that is crucial in an ever-changing and complex world.
It is not possible to face a chaotic world with pre-programmed processes. Instead,
organizations must develop the capacity to look into the chaos while developing
the ability to improvise in order to handle different situations.

In the mid-1970s, several researchers stressed that organizations should not
be understood as closely linked systems, as per che classic view of strategy. In
organizations chat are closely linked systems, behaviors, and acrions are closely
related chrough carefully designed tasks, descriptions, coordinartion, and con-
trol mechanisms. A problem wich this rather common perceprion of organi-
zations as rational unics is chat it is not realistic. In reality, chings and actions
are not racionally coordinared and controlled—plans are notr followed in
detail, decision-making is delegated, coordinartion fails, and conrrol and
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follow-up are not absolute or complete. A clear advantage of a loosely linked
system is that an organization has more opportunity to perceive changes
inside and ourside the system. This can be explained by the sand metaphor:
sand as a medium is more sensitive to change than a stone block and is thus
better suited to perceive the wind's shifts.

In our research on strategy-in-praccice we have found that communicacion
professionals working closely with events—for example, ac che forefronc of
organizations—rend to use long-term and overall plans (e.g. Falkheimer &
Heide, 2006). They seem to improvise in order to adapt quickly ro a fluid and
ever-changing world. With rigid plans chere is a high risk of acrion paralysis
or delayed reaction, as plans are read and followed. In leadership research,
improvisation has increasingly been highlighted as key to success. In contrase
to improvisation, traditional scrategy thinking rakes it for granted that
rational decisions based on a large amount of information are possible to
achieve. But as the Nobel laureate Herbert Simon (1947) has caughe us: it is
only possible to achieve bounded rationalicy.

Concluding reflections

Is communicacion strategy thus someching that relates only rto the commu-
nications manager and the CEO? Qur answer to that question is of course a
resounding #o. On cthe contrary, strategy-in-practice concerns and involves a
large number of organizational members ac different levels of an organizacion.
Many rimes, and in different contexts involving both practicioners and research-
ers, the need for communicacion heads to be members of management appears
the only way ro achieve legitimacy and institutionalization. However, we do not
think that communicarion professionals being given a leading role is any sort
of panacea or universal model.

We are convinced that communication professionals may only show cheir
true value to an organization by leaving cheir ivory tower and disconrinuing
the megaphone function of delivering the voice of management to various
functions. Racher, communicarion professionals should begin to act as incernal
communication consuleanes (Heide & Simonsson, 2011; Zerfass & Franke,
2013). The real value that communicacion professionals can concribute will be
confirmed when they begin working wichin acrual work processes in the
organization and support and help managers with different levels of com-
municarion and communication martrers. For example, when it comes to the
development of innovation in organizations, managers have an underlying
responsibility to encourage discussions and interactions that can lead to new
advances. Managers cherefore have both the opportunity and the responsibility o
act as communicacion promoters, backed by the active support and assistance
of communication professionals (Zerfass & Huck, 2007).



3 What is strategic communication?

Strategic communication has emerged as a professional and academic concept
during the last two decades. Strategic communicartion is today a term used by
executives, managers, politicians, diplomats, communication professionals,
public relations and communication consulcants, military officers, and several
other professional groups. Stracegic communication has also become estab-
lished within university and higher education, with an increasing number of
departments all over the world offering courses and undergraduate and grad-
uate programs with a specialization in strategic communication. Despite this
development in practice and in academia there is great confusion over what
strategic communication actually means and what it is. This is not strange
given the relative newness of the concept, and similar to definitional debares
in ocher academic fields and disciplines. A Geogle search using the key words
“strategic communication” in December 2017 generated in unbelievable 18
500 000 hits! If one restricts the review of cthe hits to the first hundred, a clear
pattern is derectable. Most of the links poinc to university courses or to pro-
fessional agencies that offer services in the field. Many rimes, strategic com-
munication seems to refer to planned communication, communication campaigns,
or ractical public relations. An example of this campaign perspective on strategic
communication is shown below.

Strategic communicarion is the purposeful communicacion by a person or
an organization designed to persuade audiences wich che goal of increas-
ing knowledge, changing atticudes, or inducing desired behavior. Scra-
tegic communication campaigns are generally designed to respond to the
perceived communicarions needs of significant publics.

(Connolly-Ahern, 2008, p. 765)

But planned communication is not the same thing as strategic commu-
nication. Planned communication is ractical communication, typically a
communication activity to gain more customers or make some carget group
change its behavior or actitudes (Windahl & Signitzer, 2009). In other words,
planned communication is not related o the overall goal of an organization,
but rather to ractical goals ar a mid-range level, such as the sale of products or



What is strategic communication? 37

services or getting citizens involved in taking care of newly arrived refugees in a
municipality. Planned communication is often based on a tmadicional one-way
comrmunicarion mindset in which a sender rakes the iniciative in the communica-
tion process and is assumed to be che one char has control over the situarion.
Planned communication has a clear relation to some of the mass communica-
tion theories mentioned before, viewing human beings as passive individuals who
are possible to control, direct, and persuade—ar least if the communication profes-
sional has the “right” rools, media, and message. Many of rhe consulrancy agencies
thar use the concepe straregic communication do so because it sounds rrendy or
elegant, when the actual activicy on offer is planned communicacion. This is
not only true for stracegic communicacion. Other professional groups show the
same tendency: by using what is seen as a classier or more glamorous concept,
professionals hope that cheir status will be enhanced (see Alvesson, 2013).

Based on fundamental published research by established scholars, we define
strategic communication as conscious communication activities aimed at
reaching overall organizational goals (Falkheimer & Heide, 201 1a). Hence, it is
not the goals of a cerrain communicacion activity that are at the center, but
overall and long-term goals. Strategic communication builds on an under-
standing of the fundamental importance of communication for the existence,
legicimacy, and operations of an organization. In other words, communication
is not only viewed as a tool for the distribution of information or a tool to
facilitate conversations between organizational members.

Strategic communication appears to embrace many things. In chis chaprer
we will further review different understandings of the concept and describe
our own understanding.

Definition of strategic communication

Strategic communication can be defined as the study of how organizations
use communication purposefully to fulfill their overall missions (Frandsen &
Johansen, 2017).

The traditional research fields

There are at least three separate research fields, mainly developed after the Second
World War, which focus on different aspects of organizations’ goal-oriented
communication: public relations, organizarional communication, and marker-
ing communication. Since che establishment of these fields, various different
approaches and perspective groups have emerged. Contemporary research scu-
dies wirhin the three fields have more in common than ever before due to social,
culrural, and political-economic developments. Common goals for organiza-
tions’ comrunication include the produccion of understanding, durable rela-
tions, and a common identity. In strategic communication the rthree
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traditional fields are integrated into one framework. One reason for this is that
it is considered that internal and external communicarion are interconnected.
Below follows a short discussion of each of che three craditional research fields.

Public relations

The field of modern public relarions has its origins in both the US and
Europe. In the US there is an obvious relationship to the establishment of
modern mass media, the growth of large companies, political communication,
and public opinion formation related to the wars of the last century (Ewen,
1996). During the first decades of the rwentieth century, public relations in
most cases was used for so-called damage conrrol (crisis and reputation man-
agement), operated by press agents who worked with defending organizations
during different types of crisis. The historical foundation of US public rela-
tions may, according to critical research, be related to a conservative under-
standing of so-called mass society, where public relations was a tool used by
the elire ro control and manipulate public opinion, which was viewed as
irrational and dangerous (Bernays, 1955). In other parts of che world, for
example Greatr Britain and Sweden, the historical development of public
relations was more relared to the public sector (including the milicary secror)
and viewed as a tool to inform, educate, and persuade citizens ro think and
behave according to different policies (Larsson, 2005). Research within public
relations as a discipline is relacively young. Even if it is possible to relace
public relations to early research on rheroric, opinion formation, and mass
communication, the main research paradigm emerged with James Grunig and
his colleagues’ empirical Excellence projece in che 1980s.

Public relacions has been defined in hundreds of ways. Most of the definitions
maintain char public relarions is a management function thar aims to produce and
preserve good relations berween an organizarion and its differenc publics. In che
introduction to Handbook of Public Relations, the editor Roberr Hearth (2010)
writes that there are two diametrically different perspectives on public relations.
On the one side, public relations is understood as a management inscrument thac
only serves the interest of an organizarion; on the other side, public relations is
understood as something that serves the interests of society by listening ro different
publics and increasing their influence over organizacional accivities. The research
that has grown in strength is based on che societal approach, not only focusing on
organizational interests. According to Heach (2010), and we share his view:

Those of us interested in issues, rhetoric dialogue, and discourse continue
to emphasize that information does not serve for much wichout inter-
pretation and advocacy, however loud and subtle. We lose sight of the
richness of dialogue if we only fearure informarion and don't address how
meaning is crafted, shared, and enacted in ways thar relate to collective and
competitive sense making of the information/fact and evaluations at play.

(s. xii)
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Heath claims that it is imporrant to consider and reflect on the logical fun-
dament of public relations—the basic aim. The traditional publicity perspec-
tive (with ics focus on mass media} limits che scope of public relations by
exclusively focusing on message formulation and the cransmission of infor-
mation in order to get acrention, convince, and persuade. With che new per-
spective, mutual relations wich different publics is what an organization needs
in order to be successful in cthe long run. An assumprion wich rhis perspecrive
is thar publics such as unions, the media, governmental insticutions, and
activist groups that have established a good relacionship with an organizarion
will probably not act against it or hurt ic. Another assumption is that if there
are good relations and continuing dialogue, issues will never become critical.
Emerging issues are handled in a continuous interaction berween the publics
and the organizarion.

The foremost guru within the public relations field, James E. Grunig
(2001)—whose models were described in Chapter 2—holds cthat qualiracive
communicarion is key to rewarding relacions. According to Grunig, commu-
nication should be symmetrical—that is, communicacion should be a dialogue
berween two equal partners where both try ro understand the other's argu-
ment and are willing to reconsider their original position. Grunig builds his
thinking on system theory and the goal is o achieve a good balance (pre-
ferably to reach a “win-win"” position) between the interests of the organiza-
tion and those of che public. As mentioned before, the symmetrical PR model
has been heavily criricized since it means chat organizations must constantly
adapt to the echical preferences of the various publics. In response to this
critique, Dozier, Grunig, and Grunig (1995) developed the mixed-motive
model, in which both asymmetrical and symmetrical communication can be
used to, as appropriate, convince publics or adapt che business t¢ their wishes.
PR practitioners should, according to Grunig et al., act as the ears and eyes of
the management and in a middleman role between the organizacion and its
publics, with the aim of helping them understand each other’s incerests.

The Grunigs’ PR theories do not provide much infermation on how prac-
titioners should act ro become good spokespersons of the organizations. PR
researchers have therefore consulced classical rhecorical principles to better
explain how practitioners act and which ractics may be used to reach a har-
monious accord between organization and public (Heath, 2001). The rhetoric
is dialogic and each participant should try to convince ochers of the super-
iority of cheir argument. In other words, one should not stick to a particular
view once faced with a berter, more rational, argument.

Rhetoric reminds us chac everyching an organization does or says will be
interpreted by a public or publics. It is thus fundamenrally imporcant chac
communication professionals try to map facts, values, and policies that can
assist organizacions build mutually rewarding communicies. The quality of
communities depends on how organizations relare co them—iwvhecher they cry
to dominare them or cooperate with them, whecher chey communicate with
them or #o them (Starck & Kruckeberg, 2001). Few of us believe thac
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building relations with differenc communities is a simple process. Researchers
often claim that the key to success in werk with communities is dialogue and
seeing each community as unique and with special interests. Without this it
is difficulr to reach any meaningful relationship.

Since the beginning of the twency-first century research in public relations
has been taking new forms, increasingly departing from a scrice focus on
organizations and embracing perspectives that analyze public relacions as a
socieral or sociological phenomenon (Ihlen, Fredrikson, & Ruler, 2009). Some
researchers (e.g. Wehmeier and Winkler, 2013) try to break che theoretical
isolation thar public relations in general have locked into by connecting
public relations with other fields such as organizational communicarion. This
also means that more crirical and reflexive research has evolved—for instance,
focusing on public relations as a symbolic power tool that can be used by
bodies other than companies or governments (Holtzhausen, 2012).

Organizational communication

The border between public relations and marketing communication is espe-
cially unclear when it comes to the field of organizational communication. As
a concepr, organizational communication is useful as an umbrella nortion for
all forms of an organization's communication activity. Thus, it could also
function as a generic term for both public relations and marketing commu-
nication. However, this suggestion could never be realized in practice.
Although they all have existed as pracrice since the beginning of the last
century, the three research fields were developed during the 1950s in che US
and in different academic departments and faculcies. Hence, from the start
they have had different interests and aims. The retention of chese borders can
be explained by academic politics, by academics’ desire to maintain their
closed fields of interest.

In scientific contexts, organizational communication can be traced back to
the 1920s and the Dale Carnegie Institute, whose programs include training
managers in rhetoric to help them become more effective communicators. The
field was originally called business and industrial communicacion. Chester
Barnard’'s (1938/1968) book The Functions of the Executive and Alexander
Heron's (1942) book Sharing Information with Employees are considered impor-
tant milescones; they were the first wichin che organizarional communication
research field. During che 1960s organizational communication grew and was
established as a modern field by Charles Redding (Redding & Sanborn,
1964), who is considered the founding father. Redding contributed a more
scientific approach. He abandoned the traditional transmission view of com-
munication that was dominant within the subject of “speech” and developed a
more receiver-oriented view,

Organizational communication is a very wide research field, bur Gerald
Goldhaber (1993) has found three characteriscics. The first characteristic is the
starting point: that organizational communication occurs within a complex
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and open system, which means that it influences and is influenced by the
internal and excernal environment. The second characrteristic is chat organiza-
tional communication involves messages and cheir flow, aim, direction, and
medium. The third characteristic is char organizacional communicacion
involves human beings and their atricudes, emorions, relationships, and skills.

Traditionally, organizational communication has focused exclusively on
internal communication—rche communication between managers and coworkers
and between coworkers (Heide et al., 2012). But gradually, as researchers
have abandoned the funcrionalistic perspecrive on organizations as “boxes”
wich humans, interest has shifted ro close, murual relationships and the
interdependence of internal and external communication.

We agree with Stanley Deetz’ (2001) criticism of researchers’ aspiracion to
capture the core of organizational communication. Deetz means chat it is far
more interesting to reflect on whar you perceive, understand, and can do in
relation to the different perspectives on organizational communication. In an
overview of organizational communication as a research field, Deetz found
three comprehensive approaches. In the first approach, organizacional com-
munication is seen as a specsal field—something that persons wicth a formal
educarion in communication have as a profession; chis might include com-
municacion officers and communication consultants. In the second approach,
organizational communication is understood as a cercain phenonienon—some-
ching chac exists in organizations. This is probably the most usual under-
standing of organizational communication, and che one that is most
frequencly referred to in textbooks wichin che field. The emphasis here is
investigating what could be considered organizarional communication and
whart is something else, how it can be categorized, which factors influence
organizational communication such as hierarchy, organizacional form, culture,
and power and which theories besr explain che phenomenon. In the third
approach, organizational communication is perceived as a specific way to describe,
explain, and wunderstand organizations and cheir business. This implies that
researchers from a communication theorecical perspective can explain organi-
zational processes. This is the approach that we find most acrractive, since it
points our what communication researchers can uniquely contribute to orga-
nizational scudies. With che first and second approaches, researchers in other
subjects such as sociology, philosophy, business adminiscration, and psychol-
ogy could also conducrt scudies in organizational communicacion. This is not
per se something negacive, buc we would like to underline the imporrance of
starting from a solid communication theoretical point of departure when
analyzing a communicative perspective on organizational processes.

Marketing communication

In an ever-changing world, where consumers’ preferences change in an
unpredictable way and where there is massive global competition from other
organizations, marketing communicacion has gradually altered (de
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Pelsmacker, Geuens, & van den Bergh, 2010). The modern consumer has a
harder and harder task to differentiate between different products and services.
For example, it is difficulc to discern sneaker quality differences in brands
such as Acne, Converse, Lacoste, Le Coq Sportif, or Puma. Furcher, ic is not
very difficult for competitors to copy each other's products. The increasing
possibility of communicating with consumers through digiral media makes it
even more difficult to ger through the noise with a message to increasingly
sophisticared, aware, and skeptical consumer groups (Schultz, 2003). These
market conditions have led to greater interest in branding and consumer
culture to distinguish different produces and services, as well as a widening of
the marketing communication field o public relations, digical technologies,
and brain research.

Research in markering communication started ac the beginning of the
twentieth century, but it was not until the 1950s that empirical research took off
(Dahlén, Lange, & Smith, 2010). There is a clear parallel, and related devel-
opment, in research about mass media and social psychology, which have had sig-
nificant influence on the development of marketing communication—for example,
research on social influence, attitude change, and communication processes.

According to the classical marketing theory, the role of communicarion is
to inform, persuade, and enhance and differentiate choices for consumers. The
basic idea is that there should be a process of exchange or transaction of pro-
ducts, services, and values. Tradirional marketing is based on Robert J.
Lavidge and Gary A. Steiner’s (1961) model, hierarchy of effects. In this model,
consumers move from being aware of a product offered by an organization to
having knowledge of ir, to liking it and preferring it to other competing
products, and finally to being completely convinced of the product’s advantages,
which will lead to a purchasing decision. The first doctrine in marketing—#he
transaction perspective —was based on the assumprion that it was che exchange
of money for products and services that was key. Hence, markering commu-
nication was focused on achieving more exchange situations in order to get
customers to buy more. Transaction markering, based on economics, means in
practice chat organizations disseminate informacion about their offerings to
customers, who are expected to make independent choices from among several
competing options {(Grénroos, 2015). Customers are more or less perceived as
opponents of che organizacion who wich good enough arguments can be
persuaded to buy a product.

In che early 1980s a new model for marketing emerged, which focused on
cooperation between organization and customers. The cooperation can be
short or long, buc it is always a buying situation. The new model—#he rela-
tional perspective on marketing—emphasized thac the most importane aspect of
marketing is not the exchange situation, when a customer receives a product
or service, but the valwe exchange that takes place (Grénroos, 2015). The
understanding is that if good relations can be initiated and maintained, it is
more likely that customers will return and buy even more. Value is defined as
the customers’ experience of a purchase. In other words, value is an
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immacerial phenomenon that emerges from the relationship berween customer
and product/service and customer and salesperson. Wich this marketing per-
spective there is a cerrain degree of interdependence and cooperation berween
the customer and the organization. The customer is in chis perspective
understood as a resource char, rogether with the organization, can create the
value the customer requests (Gronroos, 2015).

As a research field, marketing communication has developed from short-
term rtactical campaign communication to interactive, strategic, and relation-
ship-building communication. As part of this development, Joseph Jaffe
(2007) introduced the concept conversational marketing, which means that
consumers should nor be regarded as passive, empty containers (spoken fo),
but rather as accive interpreters that organizations need to have a dialogue
with in order to build and maintain a long relationship (ralked with).
Opportuniries to maintain a “dialogue” with customers and engage them has
naturally increased significantly wicth websites and social media. It should also
be noted that marketing communicarion today is largely a question of creating
and maintaining high brand value (brand equity).

With increased servicification, tradicional principles of business management,
based on derailed control of production companies, are no longer valid and
new principles for the management of companies are required. The concepe of
service management was used increasingly in the 1990s by marketing
researchers, alcthough the term was firsc coined in the 1980s (Normann,
1984). Service management can be seen as leadership principles that guide
decisions and leadership in service competition. Advocates of service manage-
ment believe thac che managemenc of all business functions must be focused
on the customer and che service value they produce. This means that mar-
keting chinking should not be confined to the marketing department but involve
the whole organization—in other words, marker-oriented racher chan traditional
production-oriented business management. According to this thinking, pro-
ducts companies (e.g. car companies) may also be viewed as service organiza-
tions requiring different forms of service in the areas of delivery, insrallation,
and complainc handling {Grénroos, 2015). The old cransaction and product
approach ro markering is no longer valid because the relarionship with the cus-
tomer does not end when he or she has purchased the product. The modern
view of markering is char it is not isolated to one department performing special
operations with cercain tools and methods, bur rather that it is a way of chinking
chat should imbue the enrire organization. The ideas of service management
have a lot in common wich che ideas behind strategic communicartion.

Service management contribuces an increased inrerest in and a shift toward
preducing goad, long-term cuscomer relationships (Grénroos, 2015). Further,
service management implies a shift of focus from internal ro external con-
sequences and paying more interest o processes rather chan organizational
structures, This is meant to improve the opporrunities for the organization to
adapt to changes in the environment, such as changing customer preferences
and needs. The same argument is valid internally. If the emphasis is on
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structure, there is an risk that an organization becomes centralized and rhat the
fixed structures have a negative impact on horizontal communication berween che
employees and between the different departments, Thus, important informal
communication tends to become ignored. This is problematic since this form of
communication creates new ideas, thoughts can be rested and valued, and
informarion and knowledge that can be shared within the organization.

An ambition to break traditional borders

We have previously underlined that the boundaries berween the different
research fields thac are incerested in organizations’ communication (i.e. mar-
keting communicarion, organizational communication, and public relations)
are unclear. The reason is that “internal” communicarion does nort stay in the
organization but also reaches out to other stakeholders, and “external” com-
munication (e.g. marketing communication and advercising) also reaches
employees and has a potential impact on them. Additionally, there is mutual
interdependence berween internal and exrernal communication. Few organi-
zations have been successful with their brand communications to external
stakeholders when employees do not accept whar the brand stands for;
emplovees are che most imporrant ambassadors of an organization and can
materialize the brand values in their meetings with cliencs. This close rela-
tionship between internal and external communication has had an effect on
research, where the integration of different fields has led to new concepts. In
addirion to strategic communication, examples of such concepts are:

®  corporate communicarion (Cornelissen, 2011; van Riel & Fombrun, 2007}

®  communication management (Nothhaft, 2010; van Ruler & Versic, 2003)

® total communicacion (Aberg, 1990)

e integrated internal communication (Christensen, Firat, & Cornelissen,
2009; Kalla, 2009)

L]

integrared communication (Lesley, 2004)
® integrated markering communication (IMC) (Christensen, Torp, & Firat,
200%; Kliatehko, 2009)
integrated organizarional communicacion (Barker & Angelopulo, 2013)
®  srrategic integrated communication (Barker, 2013).

These relatively new concepts may be regarded as mere synonyms. The con-
cepts have their heritage in both practitioners’ and researchers’ knowledge
interests (see below). Researchers are usually very interested in gaining more
knowledge abour various phenomena, while practitioners are parricularly
focused on efficiency and results. For pracricioners the basic idea behind the
concepts Is to organize the organizacion’s communication acrivities in order o
present a clear image of the organization ro all stakeholders, and co create and
maintain strong relationships with internal and external groups (Christensen,
2002; Goodman, 2000). It is fairly usual teday thar communication
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professionals make efforts to increase cooperation wich markecers in order to
coordinate promorional activities and thus be able to develop the organiza-
rional image, brand, and identicy. As mentioned in the introductory chaprer,
such cooperation has been on the agenda since the mid-1980s. Equivalent
cooperation is common in the field of marketing. Modern marketing cheory
(e.g. Gronroos, 2012; Vargo, 2011) has much in common with the thinking
in public relarions—that is, to identify, create, and maintain relationships
with key publics. The similarity becomes even more scriking when some
researchers, such as Gummesson (1995), incroduced the concepr of relation-
ship marketing. This perspective on marketring means a shift roward a long-
term oriencation in contrast to tradicional marketing's short-term goal to
increase sales. As discussed earlier, public relations have also moved its focus
from pure information dissemination to relationship management (Cropp &
Pincus, 2001). A marketing relacionship is assumed to exist when the custo-
mer and the company chink the same way (Gronroos, 2015). Grénroos
maintains that the relarionship should be mutual, meaning char the company
also shows loyaley by trying to understand the needs and desires of customers,
chis understanding and knowledge leading o further innovation and produce
development and chereby more service offerings. This has cerrain implications
for communication, which can no longer be limited to planned communica-
tion efforts bur also needs to include cooperation, interaction, and dialogue.
To sum up, a symmetrical relationship rthinking characcerizes research in
strategic communication and modern research in organizational communication,
public relations, and marketing communication.

Integrated marketing comminication

In this section we have chosen to deal specifically with integrated markering,
which is crucial for the development of corporate communication, which in some
ways is equivalent to strategic communications. Corporate communication is based
in marketing and business, while strategic communication has been developed by
communication researchers. We believe ic is also imporrant to understand the
developments within the macketing communication field since it is 2 much
larger field in terms of che number of professionals, researchers, and scudents.

Integrated marketing is a relacively new direction in the markecing field,
appearing for the fitse cime in the literature in che late 1980s (Kliatchko,
2009). A basic idea of integraced marketing is to achieve effective and effi-
cient total communication, nec only ro consumers but also to other key sta-
keholders (Procror & Kitchen, 2002). This is supposed to be achieved by
integrating all communication activities so that a unified message reaches
different rargec groups. The tradicional view of integrated markering is that
synergy effecrs—when all carger groups receive che same message—will lead
to “one-sight, one-sound” (Kliatchko, 2009). In other words, the goal of
incegrated marketing is to achieve synergy and consistency in the messages to
all groups (Barcker, 2013; Torp, 2008).
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It has long been said chac we have left the solid, industrial production
economy and entered a new global era with different conceprualizations; these
include the informarion economy (first mentioned in Japan in the 1970s), the
knowledge economy, the service economy, and the experience economy. In
this “new economy” companies not only sell products and services bur also
offer such aspects as experience, communirty, and identity. One of the con-
sequences of the experience economy is thar many booksrores have undergone a
metamorphosis from places of book sales to intellectual communities and
scenes where customers are offered café latte, comfortable armchairs, speeches
by authors, magazines, and access to the internet. Sorne researchers argue chat
the pastmodern consumer no longer fits the idealized image of the rarional
consumer that has been dominant in markering (Procror & Kitchen, 2002).
The new consumer is irrational, emotion-driven, and disloyal to brands and
consumes in order to strengchen their self-image. This developmenc is con-
trary to early criticism of marketing (Fromm, 1978), which considered it a
means to undermine people’s critical thinking in order to increase the sales of
products thar were not really needed. Contemporary critical and skeprtical
consumners do not accept organizations’ traditional intent to persuade chem
wich mass messages distributed through impersonal channels. These cricical
groups also view companies as political entities—and expect them to act as
socially responsible organizacions.

According to conternporary research, consumption should not be seen as a
passive process in which consumers unpack and receive a given message the
way the producer intended. Rather, consumption is an active and creative
process in which people’s identities are continually created and recreated.
When a person buys something—for example, a car or clothes—she may
screngthen her idencicy in both her own eyes and those of others. In the
experience economy the boundary berween producers and consumers becomes
increasingly blurred (Tsai, 2005). Consumer’s experiences are at the cencer
and it is the consumers that both define and create value based on the product
or service and the values that the organization has put into the brand.

There are many explanations for the emergence of integrated marketing
communicarion. One explanation is char markees are becoming harder and
harder to predict, access, and control. Classic marketing theory and pracrice
demands thac marketers should assess and adjust the organization's offer to
cusromers’ needs and expectarions. However, this becomes increasingly difh-
culr as customer preferences become unclear and constantly change due to more
travel and easy access to mass and social media that provide a flow of new
impulses and ideas. Integrated marketing can hence be understood as a tool co
control and manage today’s complex markets (Christensen er al., 2005).

Another explanation can be traced to the poor self-image of the public
relacions induscry. Those dealing wich public relations, both praceicioners and
academics, have good reason to bring to the fore the new concepr of inte-
grated markering and make inroads into marketers’ traditional domains. In
the early 1990s, several US university communication programs experienced
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problems due to fewer qualified applicants (while the number of applicants
for business schools increased). Furcher, fewer communication students got
qualified jobs, bur che number of master's cheses in public relarions continued
to grow (Spotts, Lambert, & Joyce, 1998). At the same time, public relations
departments at US universities had racher few teachers wich a docrorate (Ph.D.)
and consequently had lower status among colleagues in the cormmmunication
departments. As a solurion to these problems teachers began ro sketch our
and develop integrated bachelor programs in public relations, marketing, and
advertising. ‘The basic idea was that students thac were enrolled in the new
educational programs would have a better chance ro work across deparcmental
boundaries. Integrared marketing can accordingly be perceived as a rool chat
academics in public relations can use to take shares from and exploir the
power and actrraction of the markecing field.

Public velations and marketing researchers and integrated marketing
COMBNIcAtion

Researchers in public relacions often stress thac the field is a critical element
of integrated marketing communications, while public relations as such has a
long-term perspective. Whae drives public relations is the desire to create
strong relationships and strong brands rather than just increase short-term
sales and profits. Furchermore, public relations researchers believe thar they rake
a broader approach, not only focusing on customers bur also establishing good
relationships with stakeholders such as employees, citizens, politicians, investors,
suppliers, dealers, and journalists. These scakeholders are considered more imporrant
for the development of the organization’s brand and image in the long run—yes,
more imporrant because employees, investors, and governmenral aurhoriries can
affect the organizarion even more severely chan customers (Moriarty, 1997).

A clear majority of public relations researchers respond positively to the concepe
of integraced marketing, but there are also some critics. Researchers such as Cropp
and Pincus (2001) and Hurron (2001) warn of a “"marketing-imperialism”, which
implies that marketers rake over the activities of communication professionals
and, by exrension, lower their status and independence and render chem
obsolete.

However, some researchers in the field of markering are also critical of
integrared markering as a concepe. They see it as “the emperor’s new cloches”
and say chere is northing new under the sun, even though proponents of
developed incegraced marketing present ir as a radically new idea. Proponents
claim that craditional marketing is dead and that the conventional macketing
mix (the four Ps—product, price, place, and promortion), which is seen as the
marketer’s toolbox {Ellis et al., 2011), is no longer valid. As an alternative to
the traditional product-oriented marketing mix, Schulcz, Tannenbaum, and
Lauterborn (1993) launched the four Cs (consurner, consumer cost, con-
venience, and communication), which is a more customer-oriented model,
Furchermore, proponents underline the importance of relarionship marketing



o3 Fa

and customer communications and thus reject traditional marketing chac has
a vae-sided sales focus. Critics argue rhar integrated marketing communica-
tion has systematically ignored sixey years of marketing literacure. For exam-
ple. already in the 1930s researchers noted the need for inregration of che
various parts of the promotion {e.g. advertising, public relations, and personal
selling). According to the critics, integrated markering has produced a com-
plete contusion of boundaries, confusing terminology and a revision of con-
ceprs, which in turn negatively affects the chinking and understanding. The
only people who have something to gain from this trend are communicarion
researchers (Spores er al,, 1998). Marketing researchers (e.g. Barker, 2013)
have also questioned cthe value of integrated markering, since research
demonstrating irs effectiveness and impact is mostly anecdoral. It should be
emphasized that it is difficule to empirically demonstrate these forms of
communicarion effects since they are usually indirect and long term.

Pros and cons of integrated communication

It is possible to identify both clear advanrages and clear disadvanrages of the
“integrated trend” in the academic literature. We will now present some of
these advantages and disadvantages.

If we srart with the disadvanrages, it is obvious that the integrated crend
has arisen out of a desire to better, faster, and more effecrively reach out to
different publics with the same message. The goal of integrated communica-
tion is to demonstrate a clear and unambiguous image of what an organiza-
tion stands for in all messages, symbols, and scrategies. The overall goal is
having control of a world that has become increasingly difficult to understand
and predicr. Integrated communication is here perceived as an effective cool to
caprure and restrain the new and constantly changing world chat some
authors call the postmodern world (e.g. Procror & Kitchen, 2002). This
should be conducted through an integrarion of all media and messages, which
avoids inconsistency. Since humans cthink and act according to their beliefs,
the idea is char a scrong brand (which is che perceprion of an organizarion)
should be che foundation of a successful organization. The idea is that a
strong brand can help people choose between different alternarives and make
them have a positive view of the organization. A risk with che integrated
communicarions trend is that we ger stuck in a craditional and simplistic
understanding of recipients. It is assumed chat receivers will be affected by an
organizational message if all messages are consistent. Whar is pur at the
center is the formulation and diseribution of messages.

A fundamental problem is that organizations have never been able co con-
trol how recipients perceive and interpret a message, not even in the child-
hood of commercialism. In their book Brand Amnarchy (2012), Earl and
Waddington emphasize thac the ability of organizations to control a message
has deteriorated considerably with digital communication and the incernet. In
line with the product mix model—the four Cs (see above)—ir will be even more
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important to develop the integrated markering communications to develop
greater customer engagement and thus involvement (Kliatchko, 2009). An ideal
thar is promorted wicthin markering communication nowadays is co-creation—
terms such as c-production, ce-management, and collaborative management
have therefore appeared. Social media have changed the conditions for orga-
nizations to work with communicacion and relacionship building with different
stakeholders. Even if recipients have never been passive or non-reflexive, the
opportunities to check, create, influence, recreate, and criticize organizations’
messages have never been as good as they are today. In addition, recipiencs
communicate and discuss with other consumers via blogs, Twitter, Facebook,
etc., and thus reach out to a large number of people. Even if the internet has
been around since 1995, the spread and development of cechnology facilitated
communication becween consumers and chus increased the power of consumers
in relation to organizartions. It is cherefore possible to speak of a paradigm shift
in scrategic communication, which means chat thinking is no longer based on
theories of mass media research, An obvious consequence of chis is chat the work
and thinking of communication professionals must change and adapt to a new
situation. This process has started, but it will rake a long time to mature while the
traditional approach is so entrenched (Falkheimer & Heide, 2014).

Integrated marketing communicacion is too narrow a concept and wrongly
signals that cormnmunication is simply all abouc marketing. It may be that
integrated marketing can work in a business context, burt in terms of ocher
organizations, such as municipalicies, hospirtals, or government agencies, the
concept in general is not useful. Over che lasc decades we have witnessed how,
as a result of new public management, marketing concepts have been used even
within governmental organizations, defining pacienrs, pupils, and students as
customers. Marketing terminology leads chese thoughts, and maybe even the
documents, in a wrong direction.

We believe that it is easy to be blinded by the light, too driven by a desire to
integrare messages and media, and as a resule forger how complex the human
interpretarion process is and how different we are as people. We all have differ-
ent interests, experiences, and knowledge and we are all parc of different
necworks and interprer information based on this. It is obviously important
thar an organizacion's messages do not run counter to each ocher (for example,
that a newspaper does not announce that organization X will cerminate two
hundred people in manufacturing when on the same day the business secrion
reports unusually good financial developments). However, it is not possible to
face up to and manage a complex environment using simple models and
processes (Weick, 1995). Inregrated communications can be seen as an
attempt to control the ambiguous and rapidly changing environmenrt by means
of more uniformity. Bur in practice it is highly questionable whether an
organization could ever control communications in all forms and ac all levels.

A clear example of a “failed” accempe to achieve integrated communicarion
is the trend ro make organizations transparent, both internally and externally.
Organizations are now under pressure—for example, through legislation
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(annual and environmental reports) and through the media that scrutinizes
organizations—to present as much information as possible to different scake-
holders. Information and communication technology also enables organiza-
tions to easily and rapidly publish informacion. This means that organizations
can be perceived as more transparent than before, buc also more vulnerable.
The situation is somewhat ironic. First, there is in che literature an implicit
notion that outside groups want or require organizations to be transparent.
Second, communication is believed to be the same as informarion, and it is
assumed that publics want more and more information. Third, it is assumed
that more informarion helps publics develop a more sophisticated under-
standing of an organization (Christensen, 2002). Research has shown that
most consumers, other than specific professional or interest groups, are not
interested or involved in whar che organizacions wish to say (Christensen &
Cheney, 2000). Anorher factor is that even if external teams were interested
and had access to all possible information, humans lack the capacity ro deal
with such volume (Christensen, 2002). Already in 1956 the Nobel laureate in
economics Herbert Simon emphasized that human beings have limited
rationality—that is, we are not able to process all information and must con-
tent ourselves with a satisfactory result. In addition, an imperfect ability to
process informarion ofien requires adequare knowledge and interpretation
frames for it to be undersrood. For example, you do not understand much of a
balance sheet or an income statement without basic knowledge of economics.
Consequently, an organization cannot be sure how a person interprets infor-
mation. In other words, it seems like mission ingpossible to reach a general and
agreed understanding of an organizational image.

A clear advantage of integrated communicarions is that they can help raise
the status and increase awareness of communication issues and communication
aspects of organizational processes such as organizational change and organi-
zarional learning. With a scrong communications deparcment ic is easier to
build up extensive expertise in the field and provide more opportunities to
work on strategically oprimal communication issues where the boundary
between internal and external communication is erased. It should also be
noted that the integrated led to a new focus on overall consistency in brand
communicarion in relation to the organization’s overall srrategies, not—as
before—only on tactics such as message and media integracion. This has
allowed researchers—for example, Barker (2013)—to suggest chat it is appropriate
to use the term strategic integrated communications.

In conclusion, two parallel developments have taken place within che field
of marketing and the field of communication. Integrated marketing was
developed in the field of marketing and strategic communications grew
within the field of communication. In both fields the researchers identified che
need to take a holistic approach to organizations’ communication because the
boundary becrween internal and external communication is artificial. Organi-
zations’ communications must be linked and related to the organization's
operations and overall goals and strategies.
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Strategic communication as a knowledge and research field

If you look through publications within the field of strategic communicarion,
it becomes obvious that it there is a jungle of flourishing conceprs chac are used
as synonyms for each other. In different rexts you find public relacions, com-
munication management, and organizational communication used inter-
changeably. Among praccicioners it is a common understanding that strategic
communicacion includes the management of all communication functions in
an organization, whereas public relations is perceived as a special funcrion
along with investor relations, marketing, and internal communications.
While there are those who see public relacions as an overall strategic concept,
others perceive it as different communication techniques to produce pseudo-
events (i.e. planned to give an organization publicity), press releases, and
websites. In academia, strategic communication is a knowledge interesc chac
we find among researchers in fields such as business adminiscration, sociology,
psychology, political science, and media and communication studies. This
interest is all about communication and organizarions that understand the
organizational processes from a communicacive perspective. It is foremost
researchers in the research fields of markering, public relations, and organiza-
tional communication that have focused on strategic communicarion. Unfor-
tunately, researchers in these chree fields have worked rather isolared from
each other, with no major exchange of experience or knowledge. This ten-
dency is common in academia and researchers are often inclined ro isolate
themselves and fight their own corner, buc it is especially true of new fields
where there is a need to draw a clear line to the “parenc” subject. While this
is understandable and probably strategically wise, it does not benefic che
development of the knowledge incerese. There is also a risk char the wheel is
constantly reinvented, wich isolated researchers working on research questions
that are already answered or duplicating models and theories. This isolation
tendency has meant, among other things, thar joint projects have been few and
researchers have published their results in subject-specific magazines (more on
this below). This tendency is obviously problemaric and chere is always a
danger thar che research becomes disparate and incomplete.

The problem with the craditional understanding of strategic communica-
tion is that it explicitly focuses on communication per se and the various activ-
ities linked to it. In an analogy with Stanley Deetz’ definition of organizational
communication, we would like to suggest char strategic communicarion can be
seen, perhaps even primarily, as actors applying a communicative perspective
to organizarional processes: trying ro understand and explain, for example,
organizational change, leadership, quality, cooperation, and learning in relation
to communication theories and all aspects of communicacion.

Strategic communicacion as a research field is the study of organizacions’
communication (Verhoeven, Zerfass, & Tench, 2011). We therefore need to
take a holistic approach to communication, which involves studying organi-
zations' communication at various levels: individual, group, organizational,
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and societal. Thus, strategic communicarion is a knowledge field chat includes
both formal and informal communication. A knowledge interest is linked ro
research, the development of theories, and methods to reflecr, criticize, and
develop the practice. An inrerest in strategic communicacion can be found in
many disciplines, but it is above all communication researchers who put
communication at the center and also adopt a communicative perspective on
organizational processes and thereby develop some understanding and
knowledge of the “reality”. Within the research fields of public relations and
organizational communication, communication and communicacions issues
used to be the focus of researchers’ interest. Today, however, more and more
researchers adopt a communicative perspective on organizations and their
activities (Deerz, 2001; Verdi&, van Ruler, & Flodin, 2001).

A comparison of scrategic communicarion and its cousin corporate com-
munication (see above) reveals a crucial difference. Wichin the field of strategic
communication, most researchers have abandoned the early communication
models and instead take the ritual view of communicacion (see Chaperer 1)
(Falkheimer & Heide, 2014). This means that communication is perceived as
the very mean that creates and provides the conditions for an organization’s
existence. This is closely related to the social constructionist perspective of
science philosophy, where organizations are not considered as fixed objects buc
rather as conrinuous construction processes. An English business adminiscra-
tion academic, Roberr Chia (1995), used the term becoming to describe this
approach to organizations, which should be compared to the opposite undet-
standing, in which organizacions are regarded as solid and stable objects. A
researcher who pointed out the fundamental relationship berween commu-
nication and organization early on is the American social psychologist Karl E.
Weick, who we mentioned in the introducrory chaprer, Weick (1995) argued
char the concept wrganizing is better than organization, which indicates some-
thing stable and unchanging. According to Weick, communication can even
be understood as a synonym of organizing, it being impossible to imagine an
organization withour communicacion.

However, researchers in corporate communication tend to starc from a
transmission view of communication, where communication is seen racher as a
tool through which various desirable effects can be achieved (Christensen &
Cornelissen, 2011). A dominating management perspective is also significant
for corporate communication research—here, researchers are primarily inter-
ested in studying how organizations can become more efficient in order to
strengthen organizational comperitiveness.

Many researchers in strategic communication have a rather cradirional
management perspective, but there are some whose primary interest is
increasing our understanding of organizations’ communication. For example,
Derina Holtzhausen (2012) underlines that too many communicarion
rescarchers do not see “dialogue” as a key element of “scraregic”. These
researchers understand straregic communicacion as one-way manipulation and
persuasion and it is therefore inevitable thar they only rake a managemenc
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perspective. The problem, though, is that this fails to highlight the com-
plexity of organizations’ communication. For example, there are many ways to
understand an organizacion’s rationality. Employees frequently perceive che
organization and its communication differently from the managemenc. Thus,
one way to get away from the traditional management perspective in straregic
communication is to study phenomena from an employee perspective. So far
only a few studies have adopted chis perspective (e.g. Falkheimer ec al., 2017;
Heide & Simonsson, 2011}, By studying strategic communication from sev-
eral different perspectives it is possible to get a more holistic and equitable
view {(Hallahan er al., 2007). The ideal of a holistic image of strategic com-
munication may also be achieved by gaining inspiration from other dis-
ciplines, such as communication and media, and from sociological,
organizational and managemenc theory (see Figure 3.1).

Strategic communication as a practice

Strategic communication is not limired to the activities of communicacion
professionals. Zerfass and Huck (2007, p. 108) argue char scrategic commu-
nication as a practice “shapes meaning, builds trust, creares repuration, and
manages symbolic relacionships with internal and exrernal scakeholders in
order to support organizational growth and secure the freedom to operate.” It
is also very much about che work done by marketers, HR staff, quality control
staff, and managers at differenc hierarchical levels, and it is also all about the
contacts that employees—thac is, representatives of rhe organization—have
with different stakeholders. An organizadion’s communicarion creates, main-
tains, adjusts, and consolidates the perception and image of the organization,
its activities and fundamental values. Communication is, as noted several
times, the foundacion of organizarional existence (Putnam & Nicorera, 2010).
This does not mean that an understanding of the importance of communication
is found among all organizational members or that everyone has the same
education in communicacion. The communication professionals are still the
communicarion experts in an organization and should be used in rhis role as
internal consultanes (Heide & Simonsson, 2011, 2014)

The practical work of serategic communication is ofren called communica-
tion management. This encompasses management’s communication with
employees cthrough formal communication channels char follow che organiza-
tional scructure. Examples of formal communication are information provided by
the HR manager ar a major meeting and emails from the CEQO abour a
forthcoming organizational change. Formal communication also includes
employee communications and feedback to the manager and employee in formal
contexts. Informal communication is the ocher form of communication—
usually it is interpersonal, bur it also includes gossip and rumors.

Strategic communicacion can be described as a fundamental parc of an
organization's management function and a practical field of specialization that
includes che exploration of needs, planning, strategic formulacion,
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Figure 3.1 Relationship to other disciplines
Source: Falkheimer and Heide (2014).

communication intervenrions, communication programs, and communication
processes. As a practice, strategic communicarion includes communication
thar helps che organizarion to reach set goals. Being scrategic is about doing the
righe things—thar is, contributing to che organization's success and long-
term survival (Zerfass & Huck, 2007). Strategic communication includes all
forms of communication—incernal and external, formal and informal—chat
are consistent with overall values and visions of the organization. Scrategic
communication occurs atr all levels of an organization—for example, in a
manager's daily communication with his employees, in a staff editor’s or web
editor’s work, and in a marketing director’s or communication director’s work
on communication policy and communication strategy.

Research on communication professionals

One of che most researched fields in public relations is the roles, duties, and
funcrions of professional communicators {e.g. Grunig, Grunig, & Dozier,
2006; Grunig, Grunig, & Dozier, 2002). The focus of chis research has been
describing the different roles and such aspects as gender, power, and influence
in the organization’s strategic decision-making. Roles are about the
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expecrations of organizational members—thac is, how they are expected to act
in different sicuations (Fondas & Stewarr, 1994: Tindall & Holrzhausen,
2011). Organization members’ tasks and responsibilicies are thus divided into
different roles. Research on professional communicarors has often led to dif-
ferenct role rypologies—systematic classifications of types that have common
chamcteristics. Amongst che first researchers who produced a role typology of
professional communicators were Broom and Smith (1979). Their typology
consists of four different roles:

the decision maker

the communicartion facilitator
the problem solver

the communications technician.

However, Broom and Smith's typology is not based on any empirical
research but is purely checretical and normarive. Thus, Broom and Smith
wished to explain how it shen/d be and how professional communicators shon/d
work. This could be understood from the view of communication profes-
sionals of that time—swhen they primarily were understood as responsible for
informarion distribution (Bell & Bell, 1976). Later research has shown that
the first three roles are closely related, which has reduced che roles to two, the
so-called strategist—technician dichotomy (Dozier, 1992; Dozier & Broom,
1995). An important conclusion of James Grunig with colleagues’ (2002)
excellency theory is thar excellent communication departments have the abil-
ity and knowledge to carry out a strategic role. Ocher researchers {(e.g. Cree-
don, 1991; Toth, Serini, Wright, & Emig, 1998) emphasize that the
technician—scrategise  dichotomy is too simple and categorical. Moss,
Newman, and DeSanto (20035) scress chat the view of the management func-
tion has been considered too unilacerally. Instead, researchers should berween
management rasks/responsibiliries and behaviors.

What is missing, therefore, are the important questions how and why,
which can be answered primarily chrough qualitacive scudies (i.e. interviews
and observations racher than questionnaires). When we meet praccicioners in
different contexts, they often emphasize that the rechnical and stracegic roles
are closely incerrelaced and cannot be separated. For example, the commu-
nications manager must also have knowledge of how to perform technical
tasks such as writing press releases or updating a web page. This view is
reinforced by recent role research (e.g. Tindall & Holtzhausen, 2011; Werder
& Holtzhausen, 2011): the strategic role is closely linked o all communica-
tion roles. However, Cornelissen (2011) wrires that one problem is chac many
practitioners have little desice to take on a scrategic role and prefer ro confine
their careers to technical specialization and skills. They simply feel more
secure in this role and are wary of stepping outside it. This means that com-
munication professionals are particularly happy when chey get a new medium
they can commir to. Two examples of such new media might be intranets and
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social media. Another problem with this focus on new media is it encourages
practitioners to abandon a more complex view of communication and fall
back on the transmission view of communication, a tendency thar is often
totally unreflected.

Research on communication professionals has also highlighted their role as
actors of cross boundaries—for example, as mediators berween management
and employees, management and journalists, and management and environ-
mental activists (e.g. Kim & Reber, 2009; Steyn & Niemann, 2010). The task
of communication professionals is cthus to understand and present the
“others™ perspective to the leadership so that management can make the best
possible decisions. Van Riel (1995) calls this assignment the mirror function,
which in practice involves issues management—scanning changes and trends
in the environment and predicting how these can affect the organization, as
well as being prepared for various forms of communication effort. The mirror
function includes mapping key stakeholders (those who have an incerest in
the organization and who may in some way affect or be affecred by the orga-
nization's activities), gather press clippings, follow cthe debate in relevant
subjects, and recognize changes in the incernal communication environment.
Dozier, Grunig, and Grunig (1995) also see worldwide issues managemenc as
a key way for communication professionals to gain access to the management
team. In addirion to the importance of cross boundaries, the relational aspect
has been highlighted by several researchers (Choi & Choi, 2009; Gregory,
2008). This means that communication professionals should have a high level
of skill in creating and maintaining good relarionships with key stakeholders
and thus che abilicy to nerwork and represent the organizarion.

An important prerequisite for communicarion professionals to be able to acr as
professionals is thar they have access to management or to whar is often called the
dominant coalition (Grunig et al., 2002). This term was coined by the orga-
nizarional researchers Cyert and March (1963) 1o refer to the social network
within an organization that has the greatest influence on che goals thac are
chosen and the design of strategies. The dominant coalition consises of not only
mermnbers of the management group (the formal group) but also chose wichin a more
informal group. Members of this informal group mighe include, for example, per-
sons with large necworks or expert knowledge. Research has shown that there are
five main ways to gain access to the dominant coalition (Bowen, 2009):

organization crisis

ethical dilemmas

credibilicy issues that have arisen over rime
issues thac are high on the media agenda
leadership.

Of these five ways, the organizational crisis is the most imporrant route to
accessing the dominant coalition (cf. Falkheimer & Heide, 2010). Commu-
nication professionals who have proficient knowledge in and experience of
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crisis communication thus have the best qualifications for achieving a high
level of legitimacy in an organization. Another important prerequisite is that
the communicacor has advanced knowledge in leadership and organizational
leadership (Kinnick & Cameron, 1994). In recent research on communicarion
professionals (e.g. Steyn, 2009}, it is stated chac communication professionals
who wish to develop their career and move up the organizarion hierarchy
must master the role of educator and seracegise (and reflexive thinker). This
has previously been emphasized by researchers (e.g. Verdi¢ er al., 2001), who
claim chacr the reflexive characteristic is typical of European communicarion
professionals. Other researchers (Heide & Simonsson, 2011; Zerfass & Franke,
2013) emphasize chat it is the role of the internal consultant to develop an
organization into a communicative octganization and thus screngthen che role
of communication professionals in che organizaction. The internal consultant
will serve as an imporrant resource educating employees and managers in
communication—for example, helping make meetings more effective and
improving the management’s ralks wich staff. If che role of the internal com-
munication consuleant is ro succeed, communication must be linked to business
strategies so char it can support and promorte work towards achieving the goals
(Verhoeven et al., 2011). According to Verhoeven and colleagues, chere are ac
least two ways in which the communication aspect can be linked ro business
strategies, First, communication professionals can help find communication
solutions to problems arising from business strategies, such as developing sales
through becter communication with consumers or enhancing morivarion and
commitment among employees through a more open communication envic-
onment. Second, communicator professionals can contribute by making evi-
dent the communication aspects of different strategic decisions, such as
reflecting on possible effects on the organizacion’s repuracion or on employees’
long-term commitment and pride in being employees of the organization.

Communicarors should be professional, but this does not mean that the
profession itself is a profession—racher, it is a so-called semi-profession. There
are various differenc definicions of a profession and communication profes-
sionals meet some of the criteria thar are commonly mentioned: there is qua-
lified higher education related to cthe profession, specific rasks, and a
professional code. However, the professional roles are quite different in dif-
ferent councries and culcures, and the echical code thac exists (often produced
by a national profession association) does not have che anchorage or sancrion
system associated wich, for example, doctors and lawyers. Alcthough many
communication professionals in most countries have a higher educarion in che
field of communication, chere are diverse backgrounds (Falkheimer & Heide,
2014), these courses differ a loc.

Responsibilities of communication professionals

e Design the organization's communication structure, i.e. select which
media to use and in what situations.
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Define communication principles and standards.

Formulate communication goals.

Manage and evaluate the flow of information.

Design crisis communication.

Design and implernent communication strategies.

Constitute the eyes and ears of the management, i.e. monitor the out-
side world and the organization and report on various changes.

e  Act as an internal consultant on communication issues and train staff in
communication.

Research shows thar European communication managers, unlike those in
the US, are increasingly working as educators—that is, teaching other members
of the organization in order to increase managers' and coworkers’ communica-
tion skills (Verhoeven et al., 2011). It is also argued char European commu-
nication professionals are more reflexive than their US colleagues (van Ruler &
VerCi¢, 2004). Reflexivicy means here that communication professionals try to
take an ourward perspective {the perspective of external stakeholders such as
shareholders, citizens, and politicians) in order to better predict and understand
stakeholders’ perceptions and actions. In Europe, organizations’ social legici-
macy is emphasized more than in the North American contexc. Consequently,
trust issues become fundamental to European communication professionals.

Research journals within the field

There are specific research journals for each of the chree fields, public rela-
tions, organizarional communication, and marketing communication. Of
these three, marketing is the most major in terms of both rhe amounc of
research and the number of students. It is cherefore to be expected that the
marketing field has the most research journals. Over the last decades, new
journals have been established rhac are based on a more holistic approach to
organization's communication. The different types of communication that
occur within an organizarion are intimately linked and the tradirional division
of internal and external communication is both unnatural and arcificial. This
insight has led to a new direction in the field of strategic communication,
which may be traced back to che early 1990s, More and more marketing
researchers in those years began to focus on relacions and branding, and
researchers in organizational communication also began to study the rela-
tionship berween internal and external communication. And in public rela-
tions, scholars became increasingly interested in internal communication and
its connection to external communication activities. These developments
prompted the launch of several new scientific journals. Corporate Comninnica-
tions: An International Jowrnal was launched in 1996, covering borh external
communicarion (related to reputation, image, and crisis communication} and
internal communication (such as leadership communication and change
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communication). The Jowrnal of Communication Management, firse published in
1996, also takes a broad approach to the field of strategic communication but
specifically seeks to share knowledge berween those who study communication
management and those who practice it by publishing cheoretical and empirical
tesearch. ‘The latest addition is the International Jonrnal of Strategic Commnnica-
tion, launched in 2006. Its purpose is to cover “mulridisciplinacy” research on
the role of communicacion from an organizational management perspective.

F

Research journals in sirategic communication and related fields

Strategic communication

Business Communication Quarterly

Corporate Communications: An international Journal
International Journal of Strategic Cormnmunication
Journal of Applied Communication Research
Journal of Communication Management

Journal of Communication Inquiry

Marketing and marketing communication

| International Journal of Integrated Marketing Communications
| Journal of Marketing

Journal of Marketing Communications

Journal of the Academy of Marketing Science

Marketing Theory

European Joumnal of Marketing

Organizational communication

Joumal of Business Communication
Management Communication Quarterly

Public relations

Journal of Public Relations Research
Public Relations Inquiry

Fublic Relations Review

Public Relations Quarterly

Organization and management studies

Academy of Management Journal
Academy of Management Review
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Hurnan Relations

Journal of Management

Joumnal of Management Studies

Organization

Organization Science

Organization Studies

International Journal of Organizational Analysis
Scandinavian Journal of Management

Sloan Management Review

The Academy of Management Annals

A selection of associations for communication professionals

Arthur W. Page Society—a professional association for senior corpo-
rate communications executives, aiming to strengthen the profession.
See www.awpagesociety.com,

EUPRERA—the European Public Relations Education and Research
Association has 500 members from 40 countries that are interested in
advancing academic research and knowledge in strategic communication.
See www.guprera.eu.

CIPR—the Chartered Institute of Public Relations is the association for
public relations professionals in Great Britain and the largest professional
body outside North America. See www.cipr.co.uk.

COMMUNICATION DIRECTOR—is a quarterly magazine for in-house
corporate communications and public relations in Europe. Communica-
tion Director is partner with the European Association of Communication
Directors (EACD). See www.communication-director.com.

Global Alliance for Public Relations and Communication Management—
a confederation of the world’s major PR and communication manage-
ment associations and institutions, representing 160,000 professional
and academic members. See www.globalalliancepr.org.

IABC—the International Association of Business Communicators is a
professional network formed in 1970, with about 15,000 members from
more than eighty countries. The purpose of IABC is to increase members'
knowledge, networking, and delivery of vacancies. See www.iabc.com.
ICA—the International Communication Association is an academic
association for practitioners and researchers that are interested in the
various aspects of communication. ICA is a non-governmental association
recognized by the United Nations. See www.icahdq.org.

IPRA—the International Public Relations Association represents individual
public relations professionals around the world. |IPRA hosts international
public relations conferences and events, See www.ipra.org.
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¢ Melcrum is a network focusing on internal communication and spreading
best practices to its members. Melcrum also conducts its own research
and the results are presented on the website. See www.melcrum.com.

e PRWeek is one of the largest trade magazines of the field of public
relations and aimed primarily at professional communicators. See www.
prweek.com.

¢ PRSA—the Public Relations Scociety of America is an US association for
public relations professionals that also encompasses the Public Relations
Student Society of America. See www.prsa.org.

s Social Media Association—the association helps communication profes-
sionals to map and follow the development of social media and its use by
organizations with events and a blog. See www.socialmediaassoc.com.

On becoming a reflexive practitioner

Today it appears that there is a rather large distance between strategic com-
munication as a practice and strategic communication as a research field.
While the research has come relacively far, practice seems to be stuck in che
same place as before. Grunig, Grunig, and Dozier (2006), along with their co-
authors, noted that “public relations pracritioners continue co think of public
relations as mostly publicity and media relations.” The weakness of some
communication professionals is that they have excellent subject-specific
knowledge but major knowledge gaps in other ropics relevanc to an organi-
zation. Examples of such subjects are business administracion, political sci-
ence, commercial law, and markering. Without chese subject skills ic is
difficulr to rake a more comprehensive and strategic approach to the organi-
zarion's communication issues, and the risk is thac communicators can only
deal with technical issues. At the same time, it must be acknowledged chac
more and more modern communication professionals have had a broad-based
education, so the future looks brighter for chis group and their role and
funcrion in organizations. However, a major challenge for many communica-
tion professionals is that chey are caughe up in an endless chain of expecta-
tions and deliveries (see Figure 3.2). Leaders and management in
organizations have various expectations of communication professionals and
what they should and could deliver. These expecrations will influence what
communication professionals prioritize amongst all possible casks and strate-
gies. There is of course a strong relation berween managers’ expectations of
the communication departmenc and how it is assessed and valued. Since
communications are ofren indirect and long term in cheir effects, it is difficulc
to evaluate and measure. Consequently, when communication and che com-
municarion department are evaluated che focus is often on tangibles such as
press clippings, channels, articles, and different forms of texc production. In
other words, the evaluations mainly focus on the means of communication
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Byvaluations)

Figure 3.2 The chain of expectations, evaluation, and deliveries

rather the efferss, these being more difficule to measure. Ergo, organizational
managers often expect communication professionals to deliver different forms
of media conrent and to manage organizational media such as the intraner,
web pages, social media, and staff magazines. It is therefore undersrandable
that many communication professionals deliver what is expected of them and
what is evaluated. As organizational consultants we often meec practitioners
who struggle with communicacion challenges that are based on the manage-
ment teamn’s idea of whar needs to be done communicacively. For example,
the management may have an idea that all organizacional members in a large
organization with many sub-brands should suddenly identify wich che overall
owner-brand. The practitioner may ask us: “Whar shall we do to reach this
goal—shall we use storytelling and social media or some other channel?”
Orher practitioners struggle with being required co engage all organizacional
members in the organization strategy. In the article "Doing the right things
or doing things right”, we and our co-authors (Falkheimer et al., 2016) dis-
cuss the challenges thac modern communication professionals confront. They
can focus either on doing things right——chat is, more or less being “their master's
voice” and acting as a megaphone calling out different messages—or on doing
the right things—thac is, acting stracegically. In practice, no such dichotomy
exists: the modern communication practitioner must have knowledge and
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skills in both technical and strategic aspecrs of stracegic communicarion, We
underline in che article that communicacion professionals who do not master
the technical side of the profession risk being seen as fluffy strategists.

The above examples of challenges that many communication professionals
face can be put in the “doing things right” category. What we find rather
striking is that communication professionals try to solve rasks they have been
given by management even if their professional knowledge and training tells
them chac these rasks are more or less impossible. To do things right is rather
simple, since it a marcter of performing and solving technical rasks. Acting
strategically is more complex and challenging. We argue cthat working sera-
tegically is all too often related to one-dimensional rationalistic ideas of
management. This includes the idea that managers can control and sceer
organizations, communication, and cthe surrounding environmenc—that is, a
management logic. It is also related ro an idea thar ic is easy to measure
return on invescment when it comes to communication. Managerialism can be
contrasted to communication professionalism, which values things other chan
direct recurn on investment. The challenge is that strategic communication is
a soft power discipline and communication professionals must develop alcer-
native arguments and show communication impacts that convince manage-
ment of its value. This is closely related to communication professionalism,
which arises when communication professionals work according to the
principles of strategic communicacion. This includes being communication
advocates and seeing and analyzing important organizational decisions from a
communication perspective. Hence, communication professionals need to
argue for the value of strategic communication as engaged coworkers who act
as organizational ambassadors and maintain and improve the reputation of the
organization.



Part 11

Communication processes
and organizations



4 Society, social change and strategic
communication

In the introductory chapter of chis section, the aim is to describe and analyze
strategic cornmunication in society. As already indicated, one can view and
understand strategic communication via two different approaches: one orga-
nizational and the other societal. Ideally, professionals develop a double com-
petence and are able to see the bigger picrure and avoid gerting stuck in an
organization-centric view. The abilicy to see an organization from an external
point of view is crucial for adding value to organizations. There are several
possible constructs for chis external analysis, especially regarding the public
element. In public relations theory, publics are in focus {(Grunig, 1997),
defined from an organizarional perspective. Sicuational publics are described
in the chapter abour communicarion and defined as spontaneous formations of
people construceed in relacion to a problem or dispute thac exists or is created
berween an organization and its surroundings. In business administration and
corporate communication, the concept publics is replaced with stabebolders.
This concepe has its origin in the strategic management work of the econo-
mist R, Edward Freeman (1984). Stakeholders are differenc acrors chac can or
may be affected by an organization, and interact and communicate wich the
organization. They are viewed as more active actors than pablics and less
anonymous. Stakeholders are directly or indirectly influenced by and may
influence the operarions of organizations. A chird construct that has been
widely used, especially in campaign planning and marker communications, is
target group. A target group is a group of individuals, usually segmented by
demographic variables, that an organization wants to reach and persuade. The
concepe is linked to the transmission communication perspective and implies
that these groups are passive receivers of a message, at most steered by psy-
chological mechanisms, in 2 mass communication process. Fourch, one may
use the concept public opinion, put forward by the reporter and policical analyst
Walter Lippmann (1922/1997) in his classic book Public Opinion. Public opi-
nion is a debated concept but may be described as the collective preferences of
a mass of people (usually in a national contexr) in relarion to government and
politics. Finally, we may use the concept of public sphere, as discussed earlier
with reference to Jiirgen Habermas, to help understand public discussion in a
society. From a strategic communication angle all concepts are possible, buc
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the conceprt stakeholder may be of particular value since it implies a concrete and
active view of the external actors of relevance for organizational goal-oriented
COMMuAICAtions.

Strategic communication as a professional field is dependent on social
change. One may even view strategic communication as a consequence of the
social change thac has been analyzed for decades by social theorists: from
modernity to late modernity. According ro this interpretation, scrategic com-
municacion is mirroring the scructural changes thac in turn may be explained
as driven by technological, political, economic, and cultural factors. Public
relations, marketing communication, and organizational communication are
disciplines developed during modernity in the last cenruries, while straregic
communicarion is a rransboundary and late modern field of knowledge.

It is important to note that these disciplines were developed as specialty
functions in the modernistic world of the 20th cencury. Yer, at the
beginning of the twenty-first cencury, these disciplines function in a
postmodern environment that stresses a more holistic approach ro exam-
ining organizational phenomena, while having to deal wich increasingly
fragmented audiences and delivery platforms.

(Hallahan et al., 2007, p. 4

Below we explain what social theorists means with modernity and late
moderniry, aiming to increase cthe understanding of our field from a historical
and societal perspective.

Modernity: Rationalism, objectivity and individualism

Modernity is the scientific movement and societal paradigm founded during
the Enlightenment of the late seventeenth century in the Western world.
Modernity is defined by rationalism, objectivity, and individualism. Ration-
alism means basing opinions and acrions on reason (logical thinking or
empirical investigations) rather than emorions or traditions. Objectivicy
means that we distance ourselves from our emorions and subjective ideas and
try to isolate facts from personal views. Individualism is a perception that
gives individual freedom and independence the highest value.

Religion and cradition cannort be rorally excluded from modernity and have
in some contexts been integrated with modern thought, buc they are more
often transmitted from the public sphere to the private sphere. Modernity is
also strongly associated with the growch of industrialism, capitalism, and the
establishment of nation states. According to Thompson (1995), the develop-
ment of modernity is dependent on two major social transformations. First, an
economic transition from feudalism and agriculeure to free trade, commerce,
and industrial production systems. Second, the political transicion from small
states or regions to nation states with professional bureaucracies and military
systems. The nation state is typical of modernity and has been a framework
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for cultural idencities for a couple of hundred years. It is differenc from
nationalism, which has che same cime frame but is based on romanricism and
the idea that some nations are berter than ochers.

Mass media, from the daily press to radio and television, has been of vital
importance for the modern transition in sociery. Journalism, advertising,
and public relations are scrongly connected to the establishment of mass
communication systems as well as to the nation states, governmental bureau-
cracies, and the growrch of corporarions. Communication functions, such as
marketing and communication departments, follow the logic of modern
administration and organizational management (e.g. che division of labor).
The divisions between specialized units and che distinction berween external
and internal communication is also modern in chis sense. In modernity,
communication functions are supposed to increase organizational efficiency by
adapting to traditional scracegic ideas of planning and standardization. Scientific
empirical methods (e.g. the asymmetrical cwo-step model) are used to make
racional decisions.

Late modernity

For several years, social theorists have used different concepts and explanations
to describe the transition from modernity to something else. French philoso-
phers (e.g. Lyotard, 1996} were already declaring in the 1980s chac modernity
was being replaced by a new social order: postmodernicy, defined as opposite
to modern society and modernist traits. Postmodern theories oppose the idea
of universal theories char explain the world. The modernistic belief in science
and racional thoughre is challenged and the grand narrarives (explaining his-
tory, science, human progress, ecc.) are deconstructed. Postmoderniscs do not
use causal explanacions (x gives y) to explain the world, but focus on the role
of language (e.g. discourses and narratives) and subjectivity. Bur post-
modernity, as mentioned earlier, is a multifaceced concept, and used in dif-
ferent ways. It is both a philosophy of ideas and a rheoretical framework that
tries to explain the current social order. From a social cheoretical perspecrive,
postmodernicy is connecred to scructural crends such as globalizadion (finan-
cial, culrural, polirical), diversity {(migration and polarizacion), consumerism
{late capicalism), mediatization {where mediated communication saturaces
relationships and processes), activism (challenging aurthoriries} and post-Fordism
(organizartional nerworks and new modes of organizing labor). In the post-
modern world there is no longer any link between the really existing world
and the symbols that represenc it; instead we find ourselves in a hyper-reality
where the characters communicate with each other and create an imaginary
reality, according to another main proponent (Baudrillard, 1994).

Several social cheorists opposed che ideas of postmodernity and che idea thac
postmodern society is radically new. Instead, these social rtheorists define
contemporary society as late modern, reflexive, or liquid modernity, seeing che
new social order as in fact a deepening of modernity. One of these cheorists is
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Anthony Giddens (1990), who distinguished core processes of change in
society from modernity to late modernicy: the expansive spread of modern
insticutions at the global level and increased pace of change. Giddens has
described three characteristics of late modernity. First, Giddens poincs to the
separation (or compression) of space and time, how media facilitates communicarion
between people. Second, he points to the disembedding of social systems, how
social relations are lifted out of local space (e.g. through experc systems such
as computerized networks) and opened up for new social formarions. Finally,
he highlights reflexivicy, the reflexive appropriation of knowledge, the process by
which we humans constantly reflect on our acrions and our position, a process
that is extended chrough the production of more and more information and
knowledge abour our social life.

The sociologist Zygmunt Bauman (2000) differentiates berween solid society and
liquid society, the former being characterized by the centralizacion of diverse
insticutions and by clear roles for different acrors in society. In cthis socieral
strucrure, governmental authorities, citizens, and customers have recognizable
boundaries berween them. Mass communication constitutes the dominant
form of communicarion, and people define themnselves through distinguishable
groups. Liquid sociery is defined by increasing insecurity and more individual
choice. Individuals experience increased uncertainty and continually re-examine
their relationships in accordance with how they interprec new information. The
transparent boundaries thac define “solid” society are constantly challenged.
In a liquid society, everyone is a sender or a participant.

Media researcher James Lull (2007) focuses on media trends. Lull means
that we now live in a world where two conflicting media culcures collide:
cultures based on different models of communication. First, we have tradi-
tional “push” media culcures, where centralized auchorities and institutions
deliver professional media content through controlled one-to-many channels.
Audiences are seen as target groups, defined through demographic variables.
Journalists and professional communicacors are the senders, while citizens and
customers are the recipients. He contrasts the “push” culcure with the “pull”
culcure, which is defined as a culture where cthe needs and incerests of groups
or individual media consumers are in focus and old sender-recipient models
are obsolete. While "push” culture is collective, slow-paced, closed, communicy-
bound, uniform, and based on a paradigm of production, “pull” culture is
individual, private, fasc-paced, micro-oriented, open, diverse, fragmented, and
based on a paradigm of active consumption

The increased spread of information is of great importance for strategic
communicarion since it affects people’s attitudes and behavior. The need ro
make choices based on massive amounts of information from different actors
leads to increased uncertainty. Organizations in modernity could rely on history
and authority; late modern organizations have to earn rheir license to operate
every day. The compertition between organizations of all kinds has increased—
there is a lot more choice and a grear deal of accessible information for cus-
tomers and citizens to base their decisions on. To be legitimate—adapred to
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social and cultural norms—has become more important. Accordingly, scrate-
gic communication capabilities have become more relevant than before, used
to communicare, negotiate, and shape perceptions of legirimacy between
organizations and scciety. The sociologist Ulrich Beck (1992) argued chat
there has been a shift from a modern industrial society to a late modern risk
society. This sociecy means that we are confronted with technological and
environmental problems and chreats towards us as individuals. The former
structure of authority has been replaced with a mandarory requirement to
make our own choices, which leads to increased uncerraincy. The risk society
is an advanced industrial society that systemarically produces more and more
risks, which in turn will be subject to public conflicts and debates.

The rise of late modern society may be found in the changes in Wescern
society during the 1960s and 1970s and in ocher parts of the world ar ocher
times, leading to new conflicts, environmental awakening, and questioning of
the established social and cultural order.

The new rechnologies have created new opportunities for collecrive acrion.
Jenkins (2006) poines to three key characreristics of the new scrucrure, which
all have great relevance for strategic communication. Firse, he notes thar we
live in a convergent media culture, where old and new media interact and
new forms of communication opens up. The forms and genres chat were
established during the modern era are scill chere, but are influenced and
slowly changed by new media technologies and formarts. Media and commu-
nication use is now mobile—we chose, collect and interpret whart is going on
while on the move. Second, Jenkins point to the emergence of participacory
culture. Digiral media makes direct feedback possible and secs colleccive
processes in mortion beyond the professional actor’s domain. Communication
that takes place berween stakeholders—that is, becween participant and par-
ticipant—becomes more important than information thar is spread from senders
in a craditional organizational or socieral hierarchy. Third, the development
strengthens the creacion of collective intelligence: problems are resolved
through communication with various partners who concribure different parts
of what becones a whole.
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Probably the most imporrant part of strategic communication is communica-
rion with coworkers. Wirhour inrernal communication, the conditions do not
exist for an organization to exist and operate. Research shows that organiza-
tions that develop effective communication systems develop a more positive
working environment and achieve their goals more easily (Morley, Shockley-
Zalabak, & Cesaria, 2002). This communication enables an organization to
achieve the goals of the business. In a general way, the purpose of internal
strategic communicarion is to communicate the objectives and to coordinate
the various units, deparcments, and individuals so thar efforts o achieve the
goals are synchronized. In addicion, strategic communication should work to
ensure that the organizational culture and its norms and values are dis-
seminated and anchored among employees. These two communication tasks
are at an overall organizational level. Anocher important task is to secure the
communication that is directly linked to the organizational members’ everyday
work processes.

Three building blocks

Internal communication consists of three building blocks: hierarchical com-
munication, mass communication, and informal communication (Whicworth,
2006). These together constitute an internal communication system (the
components are interdependent).

Hierarchical communication

Traditionally, internal communication relies on communicarion that follows
the hierarchical scrucrure; information “moves” to coworkers and from them
back up to management, which makes the final decisions for che organization.
Induscrialise Henri Fayol, facher of the classical organizacional school of
adminiscration, said chat informacion should always go to service. This means
char all steps in the organization hierarchy — a set of positions ranged from
top to bottom — should be followed to ensure secure communication and
unified ordering. An important point of departure in this school is thac
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centralization is a natural act. All impressions are to be gathered in che
“brain” (i.e. in management), and from these will come well-thought-out
decisions that ser the organization in motion rowards its goals. Apparently,
the adminiscrative school has a fairly racional starcing point. For example, ic is
assumed that managers in the management team can access all information
and that they can process and analyze this in order to reach an oprimal deci-
sion. In theory it might seem logical thac members of the management team
make the decisions, as they should have a good overview of the organization’s
activities. However, we all know that decision-making processes are con-
siderably more complex in practice. Despite this, the chinking and practices
of the administrative school are still to be found in many organizacions.
Historically, this communication mostly involved informarion disseminared
from the top down without any noticeable feedback from coworkers to man-
agement. In a small company, this kind of communicarion can be successful,
but the bigger and more complex an organization is, the less likely it will be
that such communication works well. An organization wich many hierarchical
levels also means that the information must take many “steps” before ic
reaches the final recipient—and chere is also a nsk thac the information will
stop on the way to the recipienc. Another disadvantage is that this mode of
communication is slow because cthe information can be delayed at one or more
of the various levels. A further drawback from an organizacional perspective is
that communication is highly dependent on the managers’ communicative
abilicy and competence. At the same time, many studies show that coworkers
prefer to receive information from their immediate boss, experiencing it as
more credible cthan the informacion thar comes directly from management.
Paradoxically, many organizations have been poor at telling managers about
their communicartion responsibilities, giving them training in communica-
tion, measuring how well they communicare, and rewarding those who do a
good job (Whirworth, 2006). But it’s not just about conveying or delivering
information to the coworkers “scraight up and down.” To be effective, it is
necessary to adapr che message to the recipient, to give a sense of contexe, and to
communicare it in an engaging way (Simonsson, 2006). In addicion, ic is viral
that managers rake on a sorting and incerpretation responsibiliry. Studies here
show that coworkers find the amount of information that is prevalent in
organizations scressful and time consuming. Managers therefore have an
imporrane role sifting informacion so that coworkers only need to look ac what is
necessary. But the communication responsibility thar is most important, and
perhaps also cthe most difficult, is co help employees incerpret che information—
to indicate what it means for the deparement and for each employee. This is
abour adjusting and translating the message for the recipient. Although the
need for message adaprarion has for a long time been accepted as obvious in
communicacion studies, it is often unmet in practice. Too commonly, infor-
mation is distributed to coworkers direccly from senior management, whose
special intereses, fields, knowledge, background, and prioritization obviously
affect the message. In addirion, many middle managers do not dare incerpret
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information to recipients as they are afraid they will misrepresent the message
{Simonsson, 2002},

A particularly important aspect of formal communication is that che man-
agers included in the leadership team are good communicative role models. It
makes a very significant difference if they move around the organization and
show a willingness to communicate with employees and create a proper dia-
logue. This practice has been referred co as management by walking around,
which coworkers prefer to management by screening around—swhen managers
control and communicare via informartion and communication technologies
such as email and web pages. Top managers actively participate in internal
communication at the various hierarchical levels, creating a communicarion
environment that facilitates cthe flow of informarion up and down and helps
create and maincain trust berween employees and management.

Mass media communication

The internal mass media also have an imporrant role in the communication
system. Among the more important media are email, web pages, newsletters,
staff magazines, and meetings. When mass media were introduced into orga-
nizations, they significantly improved control of the timing and consistency of
messages compared to reliance on managers as intermediaries (Whicworth,
2006). Initially, journalists were employed to produce the internal publica-
tions. The growch of personal newspapers coincided with the emergence of
the organizational cheory of human relations—from the 1940s onwards. This
school can be seen as a reaction to the previously dominant racionalisc orga-
nizational theory, especially scientific management. One of the human rela-
tions school’s main points is that people have social needs in their working
life; no reasonable financial reward compensates the staff for not enjoying
themselves. The researchers behind the school found, among orher things,
that informal groups were crucial for wellbeing and productivicy. Personnel
magazines were therefore introduced in many organizations to satisfy their
staff’s social needs. These newspapers initially focused on reports of corporate
celebrations, foorball tournaments, gold watches, and the like, while reports
on the organization’s strategies, financial results, products, industry news, and
competitors were more unusual. This has now changed. Alcthough the satis-
faction of the staff’s social needs is still important for the modern persennel
newspaper, most of the space is used for reporting on the strengths and
weaknesses of the organization.

The backbone of che internal mass media system is now informarion and
communication technology. Since the establishment of internet technology in
Western organizations from the mid-1990s, intraners, with web pages and
email, have become the primary internal medium. Sweden was probably the
country where the intranet was introduced most rapidly. There are several
explanations for chis, the most important being that internet technology was
already present in many organizations. Swedes are also generally interested in
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technology and historically have been quick to adopt new developments. In
addition, the government under former prime minister Carl Bildr ensured that
all Swedes would have access to a computer with an interner connection,
including chrough public libraries and so-called personnel purchases (government
subventions of compurter purchases).

Email is probably the digital medium most used in modern organizacions
due to its speed, the independence of cime and space in communicacion, and
the informal cormnmunication style that characterizes most of an organizarion’s
internal emails. While email is highly appreciated, it is the medium chat
contribures most to the informarion overflow that is a feacure of today's
organizations. In some organizations, 80-90 percent of email is inrernal mail.
The overflow means that coworkers need to spend more time searching,
reading, reviewing, sorting, discarding, and correcting the informarion. It also
means that more time is spent on informacion management and less time on
actual working tasks. According to Heide (2002), the great advantage of che
intranet is that it increases access to informarion, which can concribute, inter
alia, co:

¢ the organization being perceived as more transparent and becter under-
stood by its employees.

e the organization becoming more democratic, as employees have both
access to information and the opportunity to express cheir views and
convey them to management.

®  bereer conditions for erganizational learning.

This all sounds very good, but ic also calls into question che amount of
time spent on informarion management and learning (as a resulc of informa-
tion management) in relation to carrying out duries. Our experience is that
many managers consider chat employees spend teo much time sucfing the
intraner and sending ernails that are not directly relared or relevant ro che
tasks. It would seem to be a matcer of balance: it is imporrant that employees
are well informed, but at the same time, not everyone needs to know
“everything."”

Informal communication

The bedy of intetnal communication with the greatest volume is, without
comperirion, informal communicacion. Ic is the foundation and pillar for the
continuous organizational processes through which an organizacion is
designed and maintained (Mumby, 2011). As mentioned earlier, informal
communication complements the formal and fills in che informarion gaps that
exist. Through informal communicartion, interpretations and meaning-making
processes also take place. As soon as employees meet in different contexts—at
meetings, in the corridor, at the copier, in the lunchroom, in the training
room—different things are discussed regarding the organization. Informal
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necworks exist in all organizarions; chey cannor be created, initiated, or con-
trolled by management. In the literature these nerworks are called commu-
nities of practice. For example, members can tell each orher about problems
with the new copy machine, what they chink abouc the new CEQ, whac the
cuts in the subsidiary will mean, and how the competitor's new product
might affect the organizacion’s sales. The understanding of individual
employees is largely based on informal communication berween members of
informal networks. Research has also shown chat organizational learning pri-
marily takes place cthrough informal communication. Information is crans-
ported, new knowledge is produced, and a common knowledge base exists in
these necworks.

Unforrunately, management groups do not realize the imporrance of infor-
mal communication (or the jungle telegraph, as it is sometimes rermed). A
common perception is thar staff should not stand in the hallway and talk with
one another, but racher should remain ac their workplaces and carry our their
duties. This view in no way brings informal communication to its knees.
Communicarion is moved ro orher places, not least to email correspondence.
However, informal communication can be an important parc of strategic
communication. The wise communication professional recognizes the benefits
and strengrh of informal communication and utilizes it as an effecrive tool.
The strengch of informal communication is thae it is cheap and fast and also
perceived as reliable since the information is received from people in one's
informal network. One way to utilize informal communication is to invite so-
called opinion leaders (i.e. informal leaders) o monthly breakfast meetings
with the CEO. Issues raised and discussed during these meecings will be
spread quickly and efficiently throughour rhe organization. As they spread,
the messages will be adapted to the recipient. Ar the same time, there is che
likelihood of misinterpretation as the message is spiced up and angled—a risk
that everyone who has experience of rumors knows. The furcther a message
moves its source, the more it differs from the original.

Examples of informal connrunication: the police and the pencils

It was confidently believed within a Swedish police area that the regional
manager had ordered thac pens be gathered in for savings reasons. Each
member of the police force should only have two pens. The rumor spread in
the corridors and via social media, and employees began to be really upset
about che situation. Around this time che police department underwent the
most major organizational change in its history and resistance to the changes
was immense. There were therefore numerous rumors, many discrediting
police officers and managers. The regional police chief began to investigare
where and how this persistent rumor had begun. It turned out that the source
of the rumor was a messenger. A new government procurement had recently
been completed and several suppliers had been replaced, including che sup-
plier of pens. The messenger thought the new supplier’s price on pencils too
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high, and since large savings needed to be made within che police, he asked
his colleagues to return pencils they did not use to che storeroom. This then
led to rurmors chat the police chief planned o collect up pencils and limic the
number discributed to two per person.

The importance of negative information

There are a very large number of texts chat treat downwards information
dissemination in an organization — what media should be used, how messages
should be designed ro ger the greatest possible effect, and so forch. However,
not much has been writcen on upward communicarion or feedback to the
management, even though this form of communicarion is basic to an organi-
zation; Tourish and Hargie (2004b) say char an organization without upward
communicarion is like a bird wich one wing.

In recent years, an increasing number of researchers have been studying che
phenomenon of organizational silence. It arises in organizarions characrerized
by a closed and negative organizational culeure that creates a non-democratic
atmosphere chat tends to silence organizational members’ voices. Even the
phenomenon of self-censorship has attracted increased inceresc among
researchers. Self-censorship occurs under the same condirions as organizational
silence and can be described as witholding important and relevant informa-
tion for the purpose of protecring oneself {Detert & Edmondson, 2011). The
reason why self-censorship occurs is that the organizarional climate is per-
ceived as nor allowing or inviting the sharing of informarion (Hayes, Glynn,
& Shanahan, 2005). One of the most important social theorists behind che
research on organizational silence and self-censorship is the German srate sci-
entist Elisabeth Noelle-Neumann (1993), who wrote The Spiral of Silence. The
silence spiral is a polirical science cheory and mass communication cheory that
describes how a certain perception becomes dominant and helps keep those
who have other perceptions and see themselves as a minority remain silent to
avoid isolation from the majoricy. An imporcanc poinc of departure in the
theory is that peaple are social beings who are afraid of being excluded from
the community. In order to become popular, people consrancly monitor cheir
surroundings ro try to discern the dominant opinion on a particular matter so
they can adjusc their views to reflect chose of the majority.

In early research, silence was interprered in organizations as loyalty—if no
one raised their voice, everything was in order (Shojaie, Marin, & Barani,
2011). Nowadays, researchers emphasize the importance of an organization
allowing a variety of different, even concradicrory, views (Cheney, Chris-
tensen, Zorn, & Ganesh, 2011). In a well-funccioning organization, organizers
can express their views and point out wrongdoings and miscakes. One form of
organization thac has come a long way in listening to employees is the so-
called high reliabilicy organization (Sutcliffe, 2011). Examples of such orga-
nizations are nuclear power plants, aircraft carriers, pharmaceutical companies,
and hospitals. Should chere be a crisis in such an organization, the consequences
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mighe well be disastrous. For this reason there is a focus on errors and mis-
cakes. Employees are encouraged to share negative information in order thac
the organization learns and is better able to avoid mistakes and possible crises.
Unfortunarely, chere are probably more organizations where zero rolerance for
errors is the rule. Research (e.g. Burris, 2012) shows that many managers tend
to see coworkers that communicate divergent or negative information as less
competent, and such coworkers also tend to receive less suppore from their
closest manager. This of course creates poor conditions for the expression of
upward negacive informarion and consolidates a closed communication envir-
onment where criticism is not accepted. It is important to have managers that
support and encourage employees to give negative upward information.
However, Deterr and Edmondson (2011) acgue that cthe most important faccor
is coworkers’ experience of earlier artempts to deliver negarive information to
managers.

It is not only employees who find it difficulr co communicate negative infor-
mation. Even execurives can be challenged to produce negative informarcion,
such as news of someone’s contract being terminated or major organizational
change. There is 2 cowardly rendency among managers to quickly and imper-
sonally communicate negative news via electronic media (Timmerman &
Harrison, 2005). This is to disrance themselves from those who are affected by
the informarion. A likely outcome is that employees’ react to the news even
more negarively than they might otherwise. Managers' relucrance to commu-
nicate negative informacion is called the MUM effect. MUM stands for "keep
mum abour undesirable messages”. The effect was discovered in a study by
Rosen and Tesser (Rosen & Tesser, 1970, p. 253), who srate: “The reluctance to
cransmit information is directly dependent on the inferred desirability of the mes-
sage for the porential recipient.” The MUM effect occurs when sending out negative
informarion is avoided by delaying communication, delegacing responsibility
for communicating the message, or modifying the original information. The
result may be thar the organizarional climare is characterized by suspicion and
employees feel nervous and insecure about che situation in the organizarion.

Managers who need ro communicare negative information may also choose
to distance themselves from those affected by the information. These managers
simply avoid the unpleasant interpersonal situations that can occur if they
“walk around” and switch to the screening around scyle of management—rto
carrying out their leadership role through, for example, email (Pecers, 1992).
Leadership of this sort is rarely appreciated by employees, who want to meert
their boss and be seen and affirmed. If the manager uses email to deliver negative
informarion, there is a high risk that employees will become dispirited and
unmotivated and lose confidence in both the manager and the organization.
Leadership and communication are closely related to each other. Most leader-
ship involves some form of communicacion. It is correctly said chat leadership
is impossible without communication (Clifeon, 2015).

In chis context it may be interesting to address the concept of interactions
law (Bies & Shapiro, 1988). This can be defined as the qualicy of the
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interpersonal trearment thact people experience in organizational conrexts.
Interaction law has two components: information law and incerpersonal jus-
tice, The first is about how well the organization can answer questions like
“Why?” and “Why me?” These are the questions thar people at the receiving
end of negative information often ask themselves. Employee acceptance of a
decision is improved if the organization's explanations are timely and suffi-
ciently detailed. The lacter—interpersonal justice—deals with che excent to
which individuals are treated with respect in communicacions.

Furthermore, it is important to consider the choice of medium when man-
agers communicate negative informartion. An explanacion is more likely to be
successful if the medium enables social clues, such as emotional intensity and
non-verbal behavior. In other words, information law is easier to achieve with
“richer” media, such as face-to-face communication and video and celephone
conferencing, chan with “poorer” media such as email and formal documents.
At the same cime, it should be noted that poorer media can also have their
advantages: because written communication is not synchronous, the sender
has time ro formulate the text with care and choose the most appropriate
words. Written communication also makes it possible to be more derailed
than is usually possible in verbal communication.

In the case of complex information, the best media channel could be a
combination of a poorer medium, such as email, and a richer medium like
face-to-face communication. For example, a manager could first meer with che
affected staff, give them the information, and try to answer their questions. At
the meeting they could be given docurnents providing more in-depth infor-
mation. Ar a larer dare, the boss could meet again wich the employees, who
probably have more questions to ask. Treating employees wich respect creates
a better basis for the successful communication of negarive information.

Employees as ambassadors

In recent years, research has increasingly focused on organizarional members,
usually coworkers, and the importance of creating, enhancing, and reprodu-
cing the organization's brand and idencity through their everyday acrions.
The coworkers are undoubtedly the most important messengers, even in
optimal cases the organization’s top ambassadors {(Hatch & Schulez, 2010;
Heide & Simonsson, 2011). For instance, in service meetings berween custo-
mers and scaff in a shop, the customers’ perceptions of the organization are
communicated, maintained, or changed. Unfortunately, many organizations
neglect or simply do not realize the value of “walking the ralk” and “living
the brand” (Karmark, 2005). There must be a clear link between organizations’
strategic vision and communication, and this requires greater communicative
awareness and skills in many management teams.

In practice, however, it is often simply that the management team does not
pay enough atrention to embedding new messages, thoughts, norms, and
values in che workforce. Mitchell (2004) emphasizes thac the real challenge is
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helping employees understand how new words may be translated into action.
Even the vaguest brand descriptors, such as “friendly” and “helpful”, must be
translated into everyday life experiences. The coworkers themselves must carry
our chis process, supported by their immediace boss, because it is the quality
of cthe coworkers’ daily work that refleces what the brand and organization
really stands for. For example, the Swedish telecom company Telia had pro-
blems transitioning from state-owned Televerket, wich its notr very service-
intensive focus, to the service-oriented practice of the new company. During
this transition, large amounts of money were spent on new logos, signs, and
business interiors to convey the intended message of the leadership behind the
Telia brand through market communication. However, the management
forgor to make sure that che coworkers understood how the new values might
be cranslated into practice. This meant that customers met staff who acced
and thoughe as they had under Televerket.

From a communicative and opinion-making perspective, it is crucial that
employees discuss with each other and those responsible for change for a
common understanding. The risk otherwise is thac the values of the brand
will only be a matter of lip service, something thac employees can possibly
recite when asked bur lacking any real influence on their thinking or actions.

A common problem in many organizations facing change is that manage-
ment is in a hurry—ic wants to see an effect as quickly as possible. One
consequence may be rhar persistent persuasion programs are launched, with
different media and intermediaries used to give the board, for insrance, a
speedy result. Bur change processes take time, and it is also an open question
to what extent it is possible to persuade employees to embrace a new identicy
or change their values. Wich regard ro a change in an organization’s brand, it
is commonplace that a market mindser, which has penetraced most Swedish
organizations since the 1980s, takes over, placing the emphasis on consumers.
One consequence of this is “campaign syndrome”, in which those responsible
for the brand see different types of market campaign as the primary way of
expressing the brand’s identity and values (Schulcz, 2005). An explanation for
this syndrome may be chat those responsible are seduced by the idea that cheir
message might appear in the media.

A concepr that s relevant in this context, which characrerizes a large part
of strategic communication, is awtecommisunication (Broms & Gahmberg, 1983;
Cheney & Christensen, 2001a). This is communication thac is directed ac
target groups outside the organization, but whose message is more mean-
ingful to and really targeted at employees and sender. Christensen and Cheney
(2000) point out thac organizations have a need to remind themselves what
they are and what it is that unites them by using different symbols, values,
and cerms. The same applies to all people, groups, cultures, and cornmunities:
all need to communicate in order to clarify for themselves and others who they are
and what they stand for (Geertz, 1973). Autocommunication can thus
resemble a diary, whose purpose is to shape and clarify an individual's
thoughts. For example, organizations’ websites, annual reports, organizational
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history books, job listings, identity programs, edicorial material in news-
papers, advercising for the organization's products/services, and the archi-
tectural  design  of rche organization’s buildings may be seen as
autocommunication. Autocommunication is often used unconsciously by
organizations, bur there are also examples of conscious usage. For instance, the
communications deparrment of Siba, a large Swedish home electronics score,
worked on autocommunication as a strategy. In 2004, it showed commercials
on TV4 in which employees of the company presented price-discounted pro-
duces and ralked to the audience abour whar characrerizes Siba as a company.
The movies were recorded wich a handheld camera and the “shakiness” and a
certain graininess in the films enhanced che sense of authenticity. Coworkers
saw the commercials and were of course particularly interested when a famil-
iar colleague made an appearance, The message abouc che company’s particular
characteristics was likely to have had a grearer impact on employees than on
consumers, and these commercials were part of the organization's efforts to
strengthen employee identification with the company. The power of auto-
communication is chat external media have higher status and more credibilicy
than tradicional incernal media.

Transmission communication is alive!

There are clear signs that communication is increasingly being discussed
within organizations and that communication issues are now higher on che
management agenda. Astra Zeneca is an example of a company thac rakes
communication seriously. A major change in production began in 2006, with
the goal of transitioning to lean production. Contrary to the usual situarion in
most other organizations during change phases, the communicarion depart-
ment was driving the process from the beginning, concriburing expertise and
4 communication perspective.

Unfortunately, ic is rare that organizations look at things from a commu-
nicarion perspective ar times of crisis or change. More often, they adopt a
linear transmission view of communication—"informarcion is spreading”, “the
message is to reach our to all employees"—and if the message fails to reach
home, che information is senc ouc again, possibly in modified form or through
another medium.

In the merger of certain Nordic banks that became the new major bank
Nordea, a “cascade technique” was used; this meant having informarion about
the new carporate culture “spill out” and “flow down from che pipeline” ro all
employees (Sederberg & Vaara, 2003). The information was spread through
different media and fora to all employees, and the idea was—of course—that
employees would receive, understand, accepe, and internalize the new culture.
Christensen and Cheney (2000) argue thar it is strange that so many organi-
zations still believe in controlled messages that can be spread top down and
assume rhat a message is received directly and “"owned” by the recipients. This
attitude persists despite the face thac modern managemenc is generally aware
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of the existence of multiple identities and the advantage of strategic diversity.
But when it comes ro formulating the organization’s vision and mission in
times of change, management is usually not interested in allowing employees
a free interpretive hand. Instead, both consultants and management are
devoted to “giving” the organizational members the exact meaning of the
vision and mission {Christensen & Cheney, 2000).

What communication strategies are used?

Research shows that organizations’ communication strategies are often based
on existing practices — along with some thoughtful activities. A review of a
large number of communication systems and literature in cthe field indicaces
that there are five typical stracegies (Clampite, DeKoch, & Cashman, 2000):

®  Spray and pray. This strategy means thar management “spray” employees
with all sorts of information, the assumption being that employees are
competent to distinguish berween imporrant and unimportant information.
The argument would seem to be chat if employees have ample informa-
tion they can make better decisions. The strategy is thus based on a
racionalistic mindser that believes that people have an unlimited abilicy
to receive information and then analyze it to make optimal decisions.

® Tell and sell. Using chis strategy, members of the organization get
slightly less information. Management only communicates whar it
believes has to do wich the organization’s core business, The first step in
the strategy is that management identifies the impotrant points; in the
second step it tries co “sell” its view of these matters. Leaders who follow
this strategy spend a lot of energy on beautiful presentarions but rarely
care abour having a meaningful discussion wich cheir employees. Feed-
back from employees is also not seen as particularly important. It seems
that here management is convinced it knows best.

o  Underline and investigate. Here, management presents some main ideas,
which it then lets employees discuss and reflect on. The management
shows confidence in the employees and cheir opinions are assumed ro be
relevant to the organization’s development. The basic atcitude of man-
agement is to listen to employees in order to find our if chere are any
misunderstandings or obstacles.

o ldemtify and respond. In this strategy, the employees are ar the center,
emphasizing the importance of learning about and understanding opi-
nion in a complex reality. This strategy is defensive: the management
tries to identify the employees’ concemns, then answer them. Here it is
the employees who ser the agenda, while management responds to, for
example, rumors, hints, and leaks. Unlike in the previous strategy, the
attitude here is that employees know best what factors critically affect the
organization.
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o Withhold and defend. Management teams using chis strategy wait to
inform employees uncil their hand is forced. Managers assume chat
information is power, and they do not want to share this power. Another
common assumption is that employees cannot grasp the entire piccure
and therefore they should not be given any more information than
necessary.

In pracrice, several stracegies—or hybrids of them—can be used at che same
time, but the tendency is for members of the otganization to ger eicher, at one
extreme, all the information (“spray and pray”) or ac che ocher, almost no
informacion (“withhold and defend”). Both extremes, however, give
employees the same basic problem: it is hard to understand whar is hap-
pening in and around the organizarion, and the creation of meaning becomes
problemaric.

Some advice ...

Finally, we want to provide some advice on how to improve internal com-
munication. Management groups and the rest of the workforce sometimes
seem to exist on different planets: there is a large gap between them, which of
course makes effective communication difficult. Communication researchers
Owen Hargie and Dennis Tourish (2004) believe that many communicacion
efforts resemble messages that are pushed off like missiles from a central
command bridge. But there is usually no control of che missile and no pos-
sibility of controlling the effect of the launch. Another problem is that the
communication aspect is rarely part of strategic decisions, despite clear evi-
dence that effective communication is a pretequisite for successful accivities
{Clampitt et al., 2000). Hargie and Tourish (2004) argue thar organizacional
communication needs to be thoroughly evaluated in order for it ro evolve.
They have reviewed a large number of evaluations and found four chemes,
which can also be considered as concrete advice for improving internal
communication:

o Employees prefer information from the nearest boss! The closest boss has particular
importance for communication efficiency. It is therefore key to provide
managers wich communication support and continuous communication
training.

®  Retrieve employee opinions continwonsly! Create an environment where
employees are treated as important actors and not as hired workers.
Informarion should be spread throughout che organization. The more
“secrets” that exist, the less crust employees will have in management
and managers. Organization members want to be informed. Using a
mushroom management strategy ("Keep them in the dark, feed them shit and
watch them grow”) with employees is unwise. A consequence of poorly
functioning formal communication is that informal communication
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increases dramacically to fill the informacion vacuum chat occurs. Shockley-
Zalabak and Ellis (2000) write: “The receprion desk has a stronger relation
to effectiveness and job satisfacticn than other measured communication
activities.”

Face-to-face channels should be nsed at maximum! Despite all the sophisti-
cated digiral media available, research shows chat we prefer face-ro-face
contact with people (Heide, 2002).

Employees value communication training! It seems that organizations have not
sufficiently recognized the importance of training their members in the
organization's communication skills.



6 Change and crisis communication

Organizational changes and crises are topics of daily discussion for most
organizations. The increased media coverage of socieral crises, which can be
everyching from natural disasters to political change, places a high demand on
public auchoriries and other acrors for faster and more effective commu-
nicative action. In short, crises, which can be defined as critical turning poinrs
(or crucial events), are increasing the need for strategic communication
(Frandsen & Johansen, 2017). In this chapter we will cover change commu-
nication and crisis communicarion, two increasingly important fields of prac-
tice for communicators. Recent research (e.g. Mairlis & Christianson, 2014;
Maiclis & Sonenshein, 2010) has also shown thar chere is a close connection
berween change communication and crisis communication. This close con-
nection has contributed o the development and growth of internal crisis
communicacions {(Heide, 2013; Heide & Simonsson, 2015).

Organizational changes

It is said that we live in a dynamic and ever-changing world. Though change
is not unique to our time, globalization, hardening competition, increased travel,
climate change, consumer preferences, and the increased spread and use of
diverse informacion and communicacion techniques (ICT) have creared a very
particular world for many. Just like previous generations, we see our time as
one of greac uncercainty and subversion (Alvesson & Sveningsson, 2016).
Researchers have long been incerested in organizational change. The first
article thar focused specifically on chis field was published in cthe journal Human
Refations ar the end of the 1940s, and the recommendarions made by the authors
Coch and French (1948) are not so differenc from what is said today (e.g. Barratc-
Pugh, Bahn, & Gakere, 2013; Smollan, 2013). They contended that organiza-
tional change should be implemented even if those affected initially feel hesitant
abour it; the most imporeane thing is to effectively communicate why change is
needed and include the affected parries in change implementation. Today, we often
see organizarional change as constructive: the more, the better.
Organizational change is one type of response to pressures or forces.
According to Ford and Ford (1995), the core of organizational change is
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difference in conditions, states, or moments of time, This understanding of
organizational change takes for granted thar a normal, stable state exists.
However, in practice organizations are continuously changing (Weick,
Surcliffe, & Obstfeld, 2005).

Why does change happen so often in today's organizations? One answer is
thac organizations tend to homogenize; they do not wanr ro differ too much
from each another and cherefore standardize. Powell and DiMaggio (1991)
describe this homogenization tendency as isororphism. One form of homo-
genization is cognitive isomorphisen this describes the tendency of individuals
who do not know how to handle a cerrain sitwation to look at and imicate che
behaviour of octhers in a similar siruacion. For example, if the benefics of
knowledge managemenc are vaunred in journals and at various conferences,
managers may see this as a feasible way to solve a lack of innovarion among
their organization members.

Another form is wormative isomorphism, which describes responding to exter-
nal pressure to appear moral and well adjusted. This can be seen when orga-
nizations avoid differentiating chemselves from the majority of other
organizations in the field. This can be seen in the recent popularity of CSR
(corporate social responsibility). When multinational corporations such as
Hé&M, Ikea and McDonald’s constanely talk about taking social responsibility
and have clear codes of conducr, other organizarions begin to feel a normative
pressure to follow suit and adopt CSR principles, Mats Alvesson (2013)
argues that isomorphism’s acrivities and consequences are “shop-window
dressing”, meaning thac they simply look good from the outside. Such display
window events rarely have any real impact on core business activities, burt
they give external stakeholders such as shareholders, politicians, environ-
mental groups, and journalists the impression thar che organization is pros-
perous, acrs echically, rakes care of its employees, is financially competent, and
so on. In this concexr, brand, image, and illusions are very important, Many
managers are now jumping on the bandwagon of new managemenc trends
such as lean managemenc and knowledge management.

In every organization rwo forces coexist — one force preserves, which Schon
(1973) calls dynamic conservatism, and the other force wanes to adape to
different forms of change. These forces challenge all change initiatives. Those
who are responsible for organizational changes must consequently idenrify and
embrace the two forces in order to appropriately adapt the scrategic
communication.

Dismal and disappointing outcomes

Organizational change often results in disappointing outcomes. Research
shows that many organizational changes do nor acrually go very far and have
very small effects on business (Alvesson, 2013). It is common to claim thac as
much as 70 percent of all major planned organizational change efforts fail
(Beer & Nohria, 2000; Burke, 2011; Kotter & Schlesinger, 2008). However,
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this figure should not be raken as a given. Hughes (2011) analyzed four key
articles that introduced and maintained chis parcicular percentage view.
Hughes concludes that 70 percent of all changes do not fail and thac che
figure is part of a produced narrative unsupported by empirical evidence.

Many organizational changes are set in motion wichour first conducting a
necessity analysis and are thus based on relatively flimsy grounds. This is
particularly evident in information and communication technologies (ICT),
which were introduced on a broad front in the form of interner and intranets in
many Western organizarions in the mid-1990s. Historically, we have placed
great confidence in new technologies and in media such as che relegraph,
radio, telephone, and television; there has been a rendency to hope thac these
media could reduce distances and strengthen ties both berween and within nations,
enhance democratic processes, and reduce the risk of war. These media forms have
also been linked to increased citizen learning: it is often envisioned thac they
could raise che general knowledge level of a country, for inscance via mobile
courses. The same confidence has been placed in the potential of ICTs to
improve and streamline learning within organizarions (Heide, 2002).

Despite the many capabilities of new media and ICTs, such as the shrink-
ing of time and space, they do not in and of themselves improve the efficiency
of human learning. Learning processes are complex and cannot be tackled by
media alone. Understandably, the great confidence we have placed in ICTs
has led business leaders in many countries to invest heavily in new media,
often with marginal benefits (Sveiby, 1997).

Blasé personnel

Members of many contemporary organizations have experienced rule-bound
organizational changes, which have rarely made any difference to how busi-
ness is conducted. One of the auchors has worked as a consulcant for a Swed-
ish car company, where che incterviewees testified in a survey rthat chey
expected a major organizational change to occur every second year. Over rime,
these employees became jaded: they knew thar it was not worth their while ro
commic in any real way to an organizarional change as another would soon
follow. Simply put, it would wasce too many staff resources to get involved.
At che time of the survey che organization was undergoing a change that
placed the company's engineers in different teams. One incerviewee said chac
management had given each team a new name and placed chis name on a sign
above rhe door ro rhe deparrment, but these names lacked pracrical sig-
nificance for employees; they already had informal necworks and there was a
strong unofficial organization within the company thar guided cheir daily
wotk. As a result, the employees continued to work as they had always done,
ignoring the changes. The same interviewee also said chac employees recog-
nized thar organizacional change usually came either from management fol-
lowing a new management trend or from some sort of change in management
prompting new leaders to assert cheir new leadership role.
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These frequent organizational changes create a BOHICA — Bend Over,
Here [t Comes Again — mentality. Seasoned employees learn over time chat
the changes rarely go anywhere and chat the mosc effective way to handle
them is to conrinue with business as usual via informal nerworks, endea-
vouring as far as possible not to be affected (Alvesson, 2013). Alvesson stresses
that change-happy managers and change-sceptic employees do not make a
good equation. In such a situation, it is most likely that constant change
initiacives increase distrust of the leadership.

Downsizing and lean management

Downsizing, or the slimming down of an organizacion in order to engage in
“core business”, is a management trend char has persisted since che lare 1980s.
In practice, downsizing means removing all the side and support branches of
an organization. This trend has been amplified by the development of new
technologies, which have allowed businesses to retain even fewer employees
and still operate. The consequence has been slim, downright anorexic, orga-
nizations. A major problem wich these curbacks is that the strategy is only
effective in the short term and in stable condicions.

Although there is clear evidence that organizations are suffering financially
by cureing back in this way and thac long-term profits are reduced by cut-
backs, the trend of downsizing and lean management has continued (Tourish
& Hargie, 2004a), with several examples of companies that have downsized
immensely. But why do these cuts continue? Irracional leadership is one pos-
sible explanation. There are several factors thar explain chis behaviour, many
of them related to communication (Tourish & Hargie, 2004a):

o Bebavionr that is vewarded is carried ont. Research has shown chat managers
who implement cuts are rewarded, even if the cuts do not result in
greater profits and efficiency. Organizations that cut down operations are
often seen as more innovative and ranked higher in terms of the quality
of their leadership.

o [flusions abont leaclership. There are many misconceptions of leadership as a
machine that constantly changes and regeneraces. Business and finance
newspapers typically describe managers as individuals wich power and
control. Consequentially, newly appointed managers cypically want to
display their leadership and show that chey have conrtrol over the orga-
nization. The fastest way to do this is to cur down operacions and there-
fore operational costs, as opposed to building relations, communicaring,
and understanding the organization, which is a lengethy and difficule
undertaking.

o Self-rationalizing stories. Managers often try co creace different rarional
stories that legitimate and justify cheir actions. These stories can be so

compelling chac the managers themselves become seduced by cheir own
rhecoric.
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o Lack of critical feedback. It is difficule for management to ger critical
feedback on the impact of their decisions.

o Priovitizing short-term rvelationships. In terms of personal career develop-
mene, it is most advantageous to be employed by several organizations,
increase your salary, and gain more experience and a wider network. As a
resule, many managers choose to demonstrate cheir ability to act quickly
on their own for the sake of shorr-rerm gains, instead of thinking of
long-term organizational incerests.

e  Irrationality. The trend of organizational cuts can be based on cthe
assumption that che decisions of management musc be rational and well
thoughr our. This is not necessarily che case. Management very ofren
follows the example of other organizacions and makes similarly unreflexive
decisions (see above for isomorphism).

The above list clearly shows char there is much to do in terms of leaders’
understanding of the change process. Communication is an integral part of
this process.

Comurunicating changes

Communication is viral to successful organizational change and downsizing
{Johansson & Heide, 2008; Lewis, 2011). An organizational change is, in
essence, an act of communicacion (Jian, 2011). However, despite the growing
licerature in recenc years thar takes a communicacions perspective on change,
the importance of communicacion during changes often goes unnoticed by
both practitioners and researchers (Lewis, 2014), Actors in organizarions tend
to take a too simple and unreflexive view on communicating change; man-
agers assume thac if employees are given only posicive information about the
change, then they will simply go along with it.

Lewin's (1951) classic model of change is still in use today, though it is
now well past its sell-by date. According to this model, static and “frozen”
organizacions need ro be “thawed” before change can be implemented. When
the changes are in place, the organizations will refreeze in a2 new static stace.
The popularity of this model can presumably be atrributed to the picture it
paints of change as a linear and thus fully concrollable process. Very little
research has criticized Lewin's model for failing to consider that change can
itself change over time, that goals can shift, or that there is a dynamic
between change and scabilicy (Lewis, 2011).

In the run-up to change it is vital that scaff are given clear information as
to why the change is necessary, all employees are treated with digniry, and
fair and transparent procedures are used (Tourish & Hargie, 2004a), otherwise
it may be difficult to maincain trust amongst the employees who stay wich
the organization after the change. To maintain the confidence of employees it
is vital o increase the flow of informarion during the change process. When
cuts are underway and employees don't know who will be laid off, rumours
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spread to fill che information void created by insufficient formal communication.
This can be explained by the theory of meaning: the natural tendency and desire
of humans to create understanding and meaning in times of uncertaincy.

One difficulty surrounding communicating personnel cuts is that employ-
ees know that cuts one year tend to mean further curs the nexc year. In other
words, the “psychological contract” between management and employees is
tarnished. Another difficulty is thac managers often both underestimate the
amount of information that employees want and need and overestimate the
amounr of information that they are providing (Tourish & Hargie, 2004a). It
is also important that managers themselves model the new practices and
values that the change requires (Barratt-Pugh et al., 2013). Change commu-
nication is extremely difficult, bur it is key to success. Communications
should, like crisis communicarions (discussed below), be frequent, consistent
(i.e. not conrradictory), and open. Above all, it is essential thar everyone
involved in the change understands that it will take an extremely long time
to reach the desired resule.

Crisis communication

Over the past few decades, crises have been given more and more actention by
the media. There are intense reports on various types of personal crisis, such as
accidenrs, divorces, and illnesses, and also on the effects of war and natural
disasters on different societies and countries. However, it is organizational
crises chat have received the most attention. According to Mitroff (2001, p. 5):
“crises are no longer an aberrant, rare, random, or peripheral feature of today’s
society. They are all built into the very fabric and fiber of modern societies.”
A couple of years ago one of the biggesc public authorities in Sweden, the
Employment Service, had just entered a peried of crisis. Confidence in the
auchoriry's management was quite low and che impact of recently imple-
mented labor market measures were under question. However, afrer media
exposure of the director general's high cell-phone bills, public pressure
increased rapidly. The crisis escalated and the government acted quickly by
dismissing the director general. However, the damage had been done and a
debate around che future of the Employment Service began. Though the acrions
of the director general contribured to the governmenrt’s rapid intervention, the
main reason was that the organization already had weak credibility, thus
intensifying the seriousness of the crisis.

Since the new millennium, che mass media has been sarurated by scandals,
such as those associated with the directors of the American energy enterprise
Enron (2001) and che Swedish insurance company Skandia (2003). In both
cases, che scandals had grave consequences for both the companies themselves
and the directors, whose acrions led to tough and lengthy legal repercussions.
Enron went through a complicated bankruptcy process and sold the last part
of its encerprise in 2006, while Skandia has had to work extremely hard ro try
to get back its previously favorable position in the public eye.
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So, what is an organizational crisis? There are of course many definicions in
the literacure. One of the most common is proposed by Lerbinger (1997): “An
event thac brings, or has the porential for bringing, an organizacion into dis-
repute and imperils its future profitability, growth, and possibly its very sur-
vival’ (p. 4). This definition suggests chat a crisis is something purely
negative that could even threaten an organization’s ability to survive. A more
modern and complex definition is the following by Ulmer, Sellnow and
Seeger (2007): “An organizational crisis is 2 specific, unexpected, and non-
routine event or series of events thar create high levels of uncertaincy and
threaten or are perceived to threaten an organization’s high-priority goals” (p. 7).
This definition embraces the interpretation perspective by pointing out the
uncertainry rhar always arises in organizations that face a crisis. Furcher, ic is
noted that a crisis is both an unexpected and a rare event. Contemporary
researchers such as Coombs (2015) emphasize chat an organizational crisis is
not some sort of object that can be found “out there”. Rather, an organiza-
tional crisis is the perception of an unexpected evenc that threatens the
important expectations of scakeholders. Already rwo decades ago, Bland
(1998, p. 15) stated that “A crisis is not what has happened, it is whac people
think has happened.”

Crisis managemenc as a research field has exisred since the 1980s and has
generated a large number of cexts, models, and cheories. The field has sparked
the interest of researchers from a number of disciplines, such as business,
sociology, psychology, and media and communications. A large part of the
research in crisis communication uses the methods that are typically used in
the natural sciences. The goal of chis research is to find pacterns in dara chat can
effectively describe, explain, and predice; most of the research is descriptive and
prescriptive and offers various recommendations te organizations. The research
is based in large part on successful cases and practicioners’ experience, One of
the most prominent crisis communication researchers, Timothy Coombs
(2006), believes that the field needs to be more broadly developed and more
widely based on research that can describe how and why these recommenda-
tions are effective. An evident pattern is that most research in crisis commu-
nication is focused on external crisis communication — thac is, organizations’
communicarions ro such exrernal stakeholders such as cusromers, politicians,
journalises, and neighbors. Hence, one of the most important groups, namely
coworkers, ate more or less ignored in both research and practice. This can be
explained by among other things the fact chat the majoricy of researchers
within crisis communicarion have a background in public relacions. In The
Handbook of Crisis Communication, Taylor (2010) underlined thac more research
must focus on internal aspeces if che field of crisis communicacion is to develop,
Since then there has been an increasing amount of research on incernal crisis
communication, i.e. information, communication and sensemaking among
organizarional members during the acute phase of a crisis, and also on the
intrinsic role of communication in crisis preparedness, anticipation, and
learning within an organizacion (Heide & Simonsson, 2014, 2015).
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Crisis researchers often stress that organizations should strive cowards
“truth” and tell the public exactly what has happened. One of the most fre-
quent recommendations for organizations thar have landed themselves in a
crisis is, "Tell ic all and tell it fast” (Arpan & Roskos-Ewoldsen, 20035, p. 425).
To put it bluntly, one could say thac effective crisis communication means
first deciding what has actually happened and then describing and explaining
the event clearly, with absolute rransparency and unequivocal language
(Tyler, 2005).

Form and coutent

When it comes o research on organizations’ reacrions ro crises, there are two
different specializations: form and content. Form describes what should be
done, while content describes what is said in the messages coming from an
organization in crisis.

An analysis of the licerature in this field has shown that, typically, there are
three different recommendarions:

®  React gnickly! An organization should give out information abour what
has happened to all its stakeholders—workers, stockholders, clients,
journalists, the public, politicians, and the like—as rapidly as possible.
The objecrive is to fill any informarional void char is created when a crisis
occurs. If organizations do not provide this information quickly, other
actors will fill the void: speculations and rumors will arise. The organizacion
will thus lose control of the situation.

o Be consistent! Messages coming from che organization should not contra-
dict each another. Even if different members of the organization speak
out after a crisis has occurred, chey must deliver a consistent message.

e Be gpen! This is a suggestion that can be interpreted in several ways and
it is thus a little controversial. Openness could mean that organizarional
members are available to give informartion to interested parcies—above
all to the mass media. If no such members seem ro be available, it can
send the message thar the organizarion does not have the crisis under
control and is trying ro hide something. Openness could also mean thac
the organizarion gives ouc all the informartion it has ro interested parties.
However, an organization needs to balance difference incerests, as com-
plete openness can have undesirable legal and economic consequences.
Nevertheless, researchers agree that full openness is the best way ro
curate a strong relacionship with important interested parcies. From an
echical perspective too, full openness is the right pach o take.

Contenr in crisis management has been much more deeply researched than
form, and several theories have been developed. The two most common are
“corporate apologies” and “image restoration cheory”.
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To apologize means ro take responsibility for one'’s actions; it is a classic
thetorical device. In this focus field of crisis communications, the organization
is viewed as an individual who holds various interests. From this perspective
there is a very strong reason for organizations to take a personal accountabilicy
line when other parties complain about their actions. Researchers in this field
have pinpointed various crisis reactions:

e Denial — taking no responsibility for the crisis

»  Bolstering — taking responsibility for the actions, but trying ro connect
the organization to something positive

e Differentiating — trying to separate the crisis from a larger contexc
Transcendence — placing the crisis in a new, higher context.

One of the lessons from apologia research is that different stakeholders may
require different sores of response to meet their needs during a crisis.

Apologia is the foundacion of image restoration theory, which is usually
linked with communication researcher William Benoit (2004, 2013), who
wrote a grear deal about defense strategies. The theory describes organizacions’
management of situations when they are accused of bad or conrentious behavior
(Coombs, 2015).

One of the betcer-known theories, built partly on image restorarion strat-
egy, is sitwational crisis conmunication theory, SCCT (Coombs, 2015). This cheory
is based on social psychology cheory areribution theory, which in this context
means thac human beings atcribure crises to events and other people’s beha-
vior in a way that is most beneficial to chemselves (Heider, 1958). For
example, the reason for a car crash is considered ro be the ocher driver's sloppy
behavior rather than one's own lack of attencion or care. In SCCT, the crisis
analysis takes as its starting point the currenr siruation, assessing how people
perceive and relate to a crisis and its causes based on both emotional and
cognitive responses. Hence, the theory is based on a categorization of four
different clusters (Coombs, 2015):

e The organizarion is also a viccim (actributable co weak responsibilicy:
repucarion or crust is barely threatened)}—for example, natural disascers,
false rumors, workplace violence, rampering wich producrts

®  Unfortunate circumstances lie behind che crisis, which was unintencional
(che organization accredited with minimal responsibility: moderare chrear
to reputation or trust)—for example, technical incidents and accidencs

¢ The organization is responsible and could have prevented the crisis
(atcributable co substantial responsibility: serious threat to reputation or
trust)—for example, accidents caused by people (managers, employees) in
the form of industrial accidents or products that do damage

®  Qurrage—for example, fraudulent wrestcling, team or rule violacion and
risk crimes chat lead to accidents.
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In a second step, it will be determined whether there are aggravating cir-
cumstances arising from previous crises and what trust capital (reputation) the
organization has had in the past. A defense strategy is then chosen that is
appropriate in terms of siruarion, crisis type, trust capital, and past crisis
history. These strategies are similar to those found in Benoit’s image repair
theory, although Coombs (2015, p. 145) divides them into these main cate-
gories: a) deny crisis response scrategies, b) diminish crisis response straregies,
c) rebuild crisis response strategies, and d) bolstering crisis response strategies.
Based on SCCT, there is some general advice for crisis communication. This
includes:

e  Only rake acrions with instructional (e.g. factual warnings) and adaptive
crisis communication (focus on psychological management) in crises where
the organization is a victim and has trust capital and no hiscory of
previous aggravaring crises.

e  Make efforrs with diminished crisis communication {do not take respon-
sibilicy) in crises where the organization is a victim or there has been an
unintentional accident.

e  Make efforts with reconstruction crisis communication (take responsibilicy)
during emergencies that may have been unviable, where the organization's
pre-existing trust capital is weak.

e  Make efforts with denial of crisis communication when false rumors spread.

e Do not mix denial with diminishing or rebuilding crisis communication
strategies.

Control and prediction

Crisis communications research is typically conducted from a leadership per-
spective, with the aim of returning the organizational image back to “normal”
or how it was before the crisis. Control is therefore the keyword for most
researchers in this field. There are many examples of this, especially given the
increasingly complex, fast-changing, and unpredicrable nacture of our world.
Christensen {(2005) posits char organizations are constantly trying to find new
“tools” with which to control the outside world. However, it is unclear whether
this sort of concrol is even possible.

The most usual chemes in crisis research are planning, prediction, and
control. Planning consists primarily of gathering information. Research shows
chat organizations typically take in large amounts of information but do not
in practice have the capacity to handle, interpret, and analyze the information
(Cheney & Christensen, 2001a). This is due to both people’s limited cognitive
ability and che “filter” chat is created by a too-homogeneous management,
which tends to see and hear che same thing while missing other perspecrives
(Sutcliffe, 2001). Despite these obsracles, it is considered particularly impor-
tant to continuously implement business intelligence and have effective com-
municacion channels in place so that changes and difficulries can be quickly



Change and crisis communication 113

reported to management, which will then make good decisions. The basic
idea here is thar an “early warning system” can prevenr or micigare rhe effects
of a crisis.

However, some researchers, such as Gilpin and Murphy (2006), do not
adhere to this idea, believing that this form of planning limirs the organiza-
tion's view instead of expanding it. Planning and preparing for crises is in
effect an attempt to reduce ambiguity and uncercaincy, which Weick (1993)
calls eqwivocality—planning and preparing makes the world seem more con-
trollable. However, the problem with this approach is that it creates the risk
of ignoring a large number of factors that can create or conrribute to a crisis.
The crisis communication researcher Murphy (1996) claims chat atcempts to
control and predict complicated events are meaningless since this is a more or
less impossible undertaking. She means that as crises are complex and usually
only increase in their complexity over rime, it does not serve organizations
well to take a reductionisc approach.

In contrasc to more craditional perspectives, complexity theory does not
seek to eliminare and concrol the ambiguities, paradoxes, and uncertainties of
a crisis but rather accepts chem as inevitable in the modern world. This cheory
has been popular in the field of management since the early 1990s. It criri-
cizes the view of organizacions as static systems and highlights chaos as a tool
to point out the shortcomings of medern management theory. The basis of
complexity theory is that constant change is pare of the organizarional life
cycle. Organizations are perceived as self-organizing devices that conrinuously
sense external pressures co change in relation to their environment (Kennan &
Hazleton, 2006). This environment is extremely complex, impossible to
grasp, explain, or predice, and requires an immediate response from organi-
zations if rthey are to survive in an increasingly competitive markerplace. The
theory thus rakes as given that the future is impossible to predict and stabilicy is
impossible ro achieve in a constantly changing world. Uncerrainty and ambi-
guity ate seen as qualities that can help an organizarion adapt to circumnstances it
cannot control (Gilpin & Murphy, 2006). Organizations are seen not as sericely
governed by rules but as dynamic and conscancly changing.

Organizations that accepr the complexity of their environmenc tend to
develop four types of behavior (Gilpin & Murphy, 2006):

e  Collecting information about their characteristics, environment, stakeholders,
and conditions.

e Idenrifying and stimulacing multiple, and sometimes conflicting,
organizarional goals.

¢ Emphasis on and encouragement of several close relationships, both
internally and excernally. These are used to interpret and analyze information
and gather new informaction and produce new knowledge.

e  Self-organization and activation of new measures as a result of the newly
gathered information and created knowledge.
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Most often, and this is the recommended path in most management train-

'ng, organizations strive to reduce the complexity of a situation instead of
trying to absorb it. They place emphasis on trying to create order in a chaoric
world by atcempring to simplify internal scructures, minimize goals, formalize
and centralize decision-making, and strive for a state of equilibrium. The
problem with planning and prediction is thac organizarions tend to lock
themselves inro certain rules and procedures and consequencially may fail o
absorb and react to unplanned information or make unexpected decisions
be)f_ond whart has been prepared and planned. While complexity absorption is
difficulc to implement, research shows thac this stracegy is the most successful
in turbulent environments.

Furthermore, it can be argued chat both a confident, well-planned attirude
and an extremely uncerrain accicude can get in the way of what an organiza-
tion needs most in a dynamic time: openness and curiosity (Weick, 1993).
Being open and curious is necessary for management to develop under-
standing and create meaning during a crisis and therefore be able to make
appropriate decisions. Preconceived expecrations often act as self-fulfilling
prophecies and communicarion specialists therefore need to work with con-
tinuously challenging expecrations and consider the implications of the
unexpected.

Handling a changing and complex world

The research fields of change communicacion and crisis communication both
aim ro reduce complexity in various situations. One way to do this is to see
the situation in definite steps, such as Kotter's (1996) eight-step model for
how to successfully manage change and Fink’s {19806) four-step model chac
describes and explains a crisis. An additional characteriscic that is shared by
both research fields is the tendency of the literature to take a management
perspective and use the natural-science cheorerical research model. This model
seeks to describe, explain, and predict realicy by collecting large amouncs of
data. This research method offers elegant linear models (with flow chares and
arrows), which are subsequently widely used among practicioners and tea-
chers. While these models do offer transparency and simplicity, they fall shore
in their arrempt to fic a complex reality inco a simple box. The problem here
is thar the myth of organizational racionality is amplified and reproduced,
whereas the reality of most organizations is complex and dynamic.

There is, however, an alternative to these reducrionist and simplified-effect
models. Karl E. Weick, whose theories were discussed above, offers a sugges-
tion for how organizations can handle their complex environments. Weick
(1979) posits chat organizations themselves need to becqme more complex in
order to solve complex problems. He speaks abour requisite variety (originally
introduced by Ross Ashby, 1956), which is the necessity for var%e:y within an
organization:‘ in order ro handle complex sicuarions such as‘ crises, organiza-
tions need ro have a more varied perspective and chrough this develop a more
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nuanced and grounded picture of reality. Organizations can achieve this
through more heterogeneous leadership groups: in concrast to rthe homo-
genous leadership tradition, organizacions tend to thrive more wich leadership
thar represents differenc genders, age groups, backgrounds, educacions, inter-
ests, and perspectives. Weick (1988) describes the strength of such herero-
geneity as follows: “People can see only those categories and assumprions that
they store in cause maps builc up from previous experience. If those cause
maps are varied and rich, people should see more, and good institutional
memory would be an asset” (p. 312).

The law of requisite variety says thar diversity within a system musc be
proportional to the diversity of che environment in which it is crying ro fic.
Woeick claims thar if organizations use only simple processes and models to
handle complicated information, then only a small amount of the information
will be registered, paid proper attencion, and interpreted. The result will be
that the organization cannot answer the question, “What is going on?” There
are only three ways to handle requisite variety (Weick, 1979):

o Handle variety on a one-to-one basis. In practice this would mean thar one
person handles each of the possible factors in an environment and does
not deal with anyching else. Apart from this being an extremely expen-
sive solution, it would be extremely difficult to grasp, coordinate, and
deal wich all che information.

®  Decrease variety. This is a solution that only the most powerful organiza-
tions in particular societies can use—for example, through secrer networks
berween big organizations, cartels, and, monopolies.

o [ucrease the complexity of the “watcher” taking in information. This solution
increases the warcher's sensitivity regarding variance in the information
they are gachering. This person should be able to sense changes in che
larger conrexc and choose which information can be ignored, what will
not change in the near future, and what is most likely to happen.
Through rhis selecrion process, the warcher can expand the diversity of
their conrrol; chey can take in more informartion and see details thac
others may miss.

Using any of the above-listed solucions is logistically difficulr, can give rise
to higher operational costs, and rakes time to implement. However, Weick
seill posits that more complex organizations are better equipped to handle
complex environments,

There are several factors that affect the extent to which people within an
organization norice what happens around them and subsequencly take action
based on rheir interprerarion of these events. Three of the most important
factors according to Huber and Daft (1987) are:

®  [Information load. This is the complex combination of informarional
quancity, ambiguity, and variance chat needs to be dealt wich. When the
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information load increases, some information typically gets neglecred.
People then tend to start using different stracegies to deal with chis
neglect, such as increasing their tolerance for mistakes and errors, rank-
ing and filtering information, using multiple medias, or fleeing (Weick,
1995).

o Informational complexity. The complexity of the information affeces how
people interpret and understand it; as complexity increases, so does the
ambiguity thac people wichin organizations experience, as they are deal-
ing with a larger number of diverse informarional elemencs (Weick,
1995). Increased informartional complexity means that people begin to
look for and rely on routine solucions. However, these solutions tend to
lead to both misinterpretations and mistakes.

e Turbulence. This is a combination of instability and chance. Research has
shown that as turbulence increases, so does the use of intuition and
heuristics in an organization.

Language is viral for us to perceive the things, nuances, and events that
enable us to think abscractly. The significance of language in shaping the
undersrandings and cthoughts of individuals was first scressed in che 1920s by
the Russian researcher Lev Vygorsky (1978). Vygotsky asserted thac children
are not able to think in abstract terms before they have learnr a language:
language makes it possible for us to be reflexive, and a deeper language makes
it possible to reflect more deeply. Weick (1995, p. 12) expresses this in the
following manner: “How can I know what I think uncil I see what I say?”
The labels thac we place on various phenomena greatly affect how we handle
these phenomena. For example, if we say chat something is a problem inscead
of a possibility, we fix both for ourselves and for others the “problem” 45 a
problem. “Problem™ tends to be a self-fulfilling prophecy as we respond to the
event according to its label. The more diversity an organizarion faces, the
grearer the likelihood is that we perceive there to be one “right way” and chat
we develop specific solutions to understand whar is happening.

Weick differentiates berween wacertainty, which can be handled wich more
information, and ambiguity. The lateer requires clear values, priorities, and
clarity regarding what is important in order for employees to collecrively
arrive at a new understanding of the situation. In ambiguous situations there
are no clear or prepared answers to the questions people have. In a crisis we
tend to end up in ambiguous situations, not understanding what is happen-
ing or how everything is coming together. Weick (1993) calls this a “cos-
mological episode,” when we perceive the universe to be an irrational and
unordered system; he claims that a cosmological period feels like ww jide
(French for “never seen"—rche opposite of déji vu, “already seen”): “I have
never been here before, 1 have no idea where I am and no idea who can help
me.” In situations pervaded by complexity, obscurity, and ambiguicy, crisis
communications have litcle value, or as Weick (2001, p. 346) claims: “When
you are lost, any old map will do.” The most important ching, according ro
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Weick, is char people begin to act on any interpretation. It is only in retrospect
thac che evenr can begin to develop meaning.

Complexity absorption in practice

What then is the best way to absorb and handle complexity in pracrice? One
way is to develop expertise through improvisation. This strategy requires that
members of an organization each have a special skill chac is valued by man-
agement. We usually think of music when we hear the word improvisation—
musicians building on a certain pattern to make cheir own melodies (Fal-
kheimer & Heide, 2010; Weick, 1998). However, in order to be able to
improvise, musicians need a sound knowledge and skill base, builr through
countless hours of practice and training (Falkheimer & Heide, 2010). This is
also true in other professional fields. Leaders must chus be sufficiently crained
if they are to improvise in different emergency siruacions, and this training
should occur with relative frequency. The need for rapid improvisation and
the use of communicarors as directors rather than simply cransmicrers has
increased with the emergence of social media.

Another way to handle complexity is to ensure that there is a smoath flow
of both positive and negative information within an organization. Insufficient
communicarion, boch verbal and non-verbal, is a2 major contributor to che
emergence of crises. When employees feel that something isn't righe, ic is
importane chat the negative information travels up the organizational
hierarchy. There is a clear advantage when crusc and openness is wide-
spread among organization members, as this sort of environment provides
the best conditions for an organization to get through a time of crisis.
During such periods, lateral structures of communicacion are ideal for unce-
vering and diagnosing che situation; despire this, organizations typically use
vertical structures (Weick, 1990). In an open communications climare,
employees talk wicth one anocher more often and thus have a better srarc-
ing point for understanding, meaning creation, learning, and the avoidance
or reducrion of a crisis. Weick (1990) contends that praccitioners in orga-
nizations should introduce an imporrant standard: “If things do not make
sense, speak up. Only by doing so can you break pluralistic ignorance (i.e.
‘you roo, I thought I was the only one who didn’t know what was going
on)” (p. 143).

We typically view crises as an extreme deviation from the norm, though
another way to see them is as a nacural pare of an organization’s life cycle. In
this case, the goal is noc te recurn to the previous norm; rather, the crisis
can be viewed as an opportunicy for learning and growth (cf. Stern, 1997). It
can cherefore be said chat parc of organizational development and learning is
being open to new approaches and ideas and raking advantage of any critical
information that exists, borh internally and externally. Thus, it is fundamen-
tally important to also focus on the pre-crisis period, the time before a crisis
begins (Falkheimer & Heide, 2012). The organizations char are most
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successful in preventing or surviving crises are those that have adopted crisis
awareness as an integral part of their culcure, This sorc of culture means thae
risk and possible crisis are constantly on rthe agenda and employees and
managers look our for signs of abnormalities or mistakes. This in turn
requires an open and tolerant communicarion climate and ensuring that the
employees themselves are experts in using the necessary resources.



7 Mediatization

From traditional to social media

Strategic communication is often associated wicth media relarions and pub-
licity issues. This can be explained from both a historical and a contemporary per-
spective. Historically speaking, public relations in the United States developed as a
result of the emergence of mass media and the critique of both large companies
and national states, as well as of the need for advocacy in connection with war
efforts. There are, however, risks associated with seeing che development of
public relations in the United States as a global phenomenon, as poinced our by
the Brirish researcher Jacquie L'Erang (2004b). The growch of public relations
in several European countries cannor be enrirely relared to che development of mass
media, induscrialism, or wars. A major factor in cthese countries was the growing
need of public auchoricies to inform and educare citizens.

Regardless of the reason for the growth of public relations, the mass media
and specifically journalists have been key rarget groups for communication
professionals for a long time. For public and political organizations, public
relations have for long included construccing creative media strategies chac
recrospectively defend actions or misdeeds or proactively create visibility for new
products, services, ideas, reforms, and so forch. Since the operations of these
organizations are funded by public tax money, journalists have a keen interest
in scrutinizing them. That said, public and polirical organizarions have their
own reasons for actively trying to generate media publicity. As shown in a
content analysis conducred by Fredriksson and Pallas (2013), visibilicy is an
imporrant aspect of most public auchorities’ communication policies.

Debate often surrounds the use of strategic communication by public
authorities to build or try to influence public opinion. Crirics argue thac tax-
payer money should not be used for this purpose, while defenders argue that
public auchorities need to communicate their particular knowledge in order to
inform citizens and poliricians. There can be a number of reasons for a public
media campaign. For example, a campaign may be geared towards affecting
the social behavior of citizens through informarion campaigns, such as
encouraging blood donartion or the wearing of seatbelts or bicycle helmerts. It
is also possible that a public auchority wishes to try to legitimize their status
in relation to decision-makers and ministries. In contrast, corporations, espe-
cially those that are operating B2B (business to business), often find it
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difficult 1o create media publicity abour new products or services. Alchough
there are exceptions, such as popular culture services and products (music,
movies, etc.), travel, and cars, for the most part corporations only arcract the
actention of journalists when there is a crisis or scandal,

There is inevitably conflict becween journalists and communication profes-
sionals. To put it simply, journalists consider themselves as representatives of
the public interest, while communication professionals are seen as tied to
special interests. Journalists believe they have higher moral value than com-
munication professionals, regarded as even a bit malign. In the public eye,
journalists are usually not to be trusted any more than communication pro-
fessionals. However, the division between public interest and special interest
is valid and should not be dismissed. The role of professional and independent
journalism in a democracy is crucial and should be respected.

The growth in the number of communicarion professionals (on che staff and
bought in) since the 1990s has not been matched by an increase in the
number of journalists. In 2013 che American Pew Research Institute found
there was an approximarte 4:1 racio of communication professionals to jour-
nalists in the USA. This ratio is probably also valid, with exceptions, in sev-
eral other countries where communication professionals have been growing in
number and where journalists lost their jobs due to new media uses and
structures. This can in large parc be credited to the model on which for too
long modern media companies have built their businesses, which no longer
works in our digitized economy and leads to fewer, more stressed-out journalists
working in poorer conditions.

In the past few decades, more and more companies have developed their
media relarions and directed more resources at these as a part of their mar-
keting mix. PR agencies and sometimes advertising agencies may be hired to
generate publicicy for both corporate brands and specific products and ser-
vices. Success was earlier often measured by che frequency of any mention of brand
or company name in press clippings or television items. But due ro digirali-
zation, increasingly sophisticated compurer-based methods for planning and
measuring media coverage impact on individuals and groups.

The efforts of communication professionals to position strategic commu-
nication as a management function or process rather than support function
may have led people to believe that media relations are no longer as important
as they were. Furthermore, if one looks ar Dozier ec al.’s (1995} five models
for public relations (see Table 1.1), the media-focused publicity model is both
the oldest and the most questionable. However, it is also possible to integrate
a late modern way of working with media relations into some of the two-way
communication models. In this case, media relacions are characterized as a
service aimed at journalists, based on a belief thac informarion must always be
true and honest if long-term relationships are to be maintained. Media rela-
tions, including social media relations, are still at che core of communication
professionals’ everyday work. According to the 2017 European Communica-
tion Monitor, communication professionals chink that social media and social
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nerworks are the most important channel placforms. Media relations with
online newspapers/magazines are also considered crucial, and over half of che
respondents still think chat media relations wich television, radio, and print
newspapers are important (Zerfass ec al., 2017)

Previously it was relatively common for persons with a journaliscic back-
ground ro become communication professionals. Although this still happens
today, it is now much commoner that communication professionals have other
backgrounds and are educated in other fields. Strategic communication is only
parcly geared towards media relations; for the most part, strategic commu-
nication is aimed at relacions with other stakeholders or groups, such as
employees, citizens, customers, investors, local communiries, or politicians.
Despice this, media relations are still, as already mentioned, an important
dimension of strategic communications in both research and practice. This
can be explained by the correlation berween the expansion of strategic com-
munication in society and the greater imporrance of mediated communication.
For most organizations, increased pressure by investigating journalists is one of the
main driving forces behind the creacion of communication functions and the
use of communications consulcants.

In communications research, inrerest in organizations and their commu-
nications strategies towards the media has grown in recent years. There are
two directions and platforms for this research. The first platform is media and
journalism research, which is often based on the idea that the development of
strategic communication affeces and chreatens independent journalists. Such
studies can be connected to Habermas's communication cheory (see Chaprer
2): media strategies constitute hidden strategic action (Habermas, 1984). The
second platform is public telations research that is primarily intended ro
contribute to more effeccive media scrategies for organizations. The term
“news management” has emerged during the past few years, used to describe
research that tries to combine media scudies and public relations (Falkheimer,
2012).

Special or general interest?

The relationship between journalists and communication professionals has
been studied for decades, with a specific focus on how journalists gather
information and which sources they use. In contrast to communication pro-
fessionals, journalists wanc to work independently of special interest acrors.
Both communication professionals and journalists are socialized into their
roles cthrough education and experience. Power is a cencral question in this
relationship: communication professionals aim to control and advance their
interests, whereas journalists are seen as critical investigators. Contextual
conditions play a large role for the power relacions berween communicacion
professionals and journalises; for example, journalists in Sweden are educated
and work within the boundaries of ethical press rules, which among ocher
things stare that journalists must provide accurate news, check the facts,
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respect personal integrity, and listen to both parries in a conflict. These princi-
ples are common all over the world for professional journalists. Journalism is
connected to freedom of speech and in democratic countries considered a
societal insticution of major importance. Still, laws, rules, and regulacions for
journalism and media institutions differ all over che world. Communication
professionals adhere to various ethical codes, but these tend not to have the
same impact due to the face that cheir professional identity is not as strong.

The ethical codes of journalists and communicacion professionals may
appear not so distinccly different, and can of course be problematized in both
directions. Cormmunication professionals undeniably represent special incer-
ests, but chey can at the same time argue that their role is to adapt organi-
zations to sociery’s expectations and demands and scakeholders’ interests.
Journalists consider themselves to be representatives of the public incerest
who have an importanc investigative function within democratic systems.
However, journalists are also part of media organizations that have their own
interests, such as maximizing cheir reader, waccher, or listener base. For pri-
vate media companies rhis is a commercial goal, whereas for public media
services cthis goal serves to meet various political ends.

Since Donald Trump became president of the USA in 2016, the debace
around cthe relationship between journalists and politicians has become
increasingly relevant. President Trump and his advisors have criticized jour-
nalists and media companies for creating “fake news”, lying and being biased.
In Grear Britain and in many other countries where political leaders and
parties have placed a high value on media relations and opinion-making over the
last decades, the critique has been reversed — journalists question politicians” PR
stunts and che possible role of communication professionals as spin doctors.
Interest of this sorc peaked during the rime when Labour politician and prime
minister (1997-2007) Tony Blair held power; Blair, wich help from his
advisors, adapred much of his politics and work to fic the media logic. The
concept of “spin”, with its American roots, soon became popular in Britain—
used co illustrate how Blair employed a variety of racrics to try to manipulate
the media. Spin is often referred to by the media ro show how different actors
try to influence it by using, for example, biased facrs, gambics, and pseudo-
events. These negative associations have become dominant in many countries,
where there has been hot debate on the role of spin in politics.

We will now highlight a number of theories related to these issues,
including previous research on news values, framing, and a development of
cthe agenda-secring rtheory that was introduced in Chapter 1. We will follow
this with a discussion of communication professionals’ opportunities and
conditions and more applied ideas about organizacions’ media strategies.

News value

The question of whar accually becomes news has long been of interest to
researchers. News value can be analyzed from two viewpoints: first, we can



Mediatization 125

assume that cerrain evencs in chemselves are in and of themselves more or less
newsworcthy than ochers (for example, a crime involving celebrities); second,
we can see newsworthiness as a construction process, in which cercain events
are transformed and shaped in order to fulfill specific news criteria.

One of the first and mosc referenced studies about news value was con-
ducted by the Norwegian researchers Johan Galcung and Mari Holmboe Ruge
(1965). These researchers conducted a qualitative conrent analysis of how
international events were presented in the Norwegian press and found a
number of common characeeristics for the events that ulumately became
news. These principles are still valid and are comparable to generic ideas in
rheroric and dramaturgy. An event becomes news if:

it happens under a short period of time

ic is intense

it is easy to explain

it is culcurally adjacent

it is consonant, meaning thac it will assimilare cognicively

it is surprising

constitutes a series of clear dramaturgy and

it is congruent with the communirty’ socio-cultural frame of reference.
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Although Galtung and Holmboe Ruge felt that chese principles were only
commmon in Woestern countries, increasing cultural globalization raises the
question of whecher these principles are now valid for all councries with
entrenched democratic media systems. Culrural differences between news-
rooms around the world are in all likelihood quite modest, and comparative
studies have shown that news about policical elites, crime, and sex is priority
material in most countries (Manning, 2001).

How the media handle a topic ultimately affects how the media consumers
relare ro the topic: increased exposure leads to increased interest. This goes
without saying for communication professionals who try to create maximum
exposure. This supposition can be traced to agenda-secting theory, which was
briefly presented in Chaprer 2. This communication theory was first proposed
by the researchers Maxwell McCombs and Donald Shaw in 1972 and,
according to a literature review (Bryant & Miron, 2004), it was the most used
theory in three leading sciencific communication journals from 1956-2000.

The first study was conducted in Chapel Hill in North Carolina, USA, at
che same time as the 1968 presidential campaign. The researchers were
interested in finding out how the media affected undecided voters. To sim-
plify the findings: the media had a large effect on which questions were dis-
cussed and considered imporrant during the campaign period, buc chey did
not necessarily aftect the ourcome of these discussions. This is considered the
first level of media agenda-setcing power. In the forty years since this initial
research, at least four hundred additional studies on agenda-setting power
have been undertaken (McCombs & Shaw, 1972) and interest has moved to
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the second level. Srarting with the idea that the media decide how topics on
the agenda are prioritized, the question moves to whether the media also
effect how individuals draw conclusions and make decisions.

One direction of agenda-setcing theory is especially interested in media
portrayals, the framing of issues and events, and the impact that frames have on
media consumers (Iyengar, 1991; Semetko & Valkenburg, 2000). Research has
shown that it significant that the media tend to present politics as a “game of
scandals” rather than a marter of ideology or substantive debate (Strémbick,
2000). Some argue that the media's focus on scandals and political games as
part of a strategic negative campaigning exercise (planting negative news
abouc the opposing parcy or candidate) actually increases general interest in
politics. However, the question arises whether this increased interest could
actually have a dark side: an extended gap of trust that in the long term
threatens the very foundacion of democracy — participation in elections.

Media framing is based on four properties (Entman, 1993):

the media define the problems

the media depict the causarion

the media express moral values and
the media indicate possible solutions.

The theory of framing, with its background in social psychology (Goffman,
1959), has been widely used in media and communicacion research and shows
that the media do not only set the agenda. According to one study on media
and political communication, news media ourlers use five different frames
when they report events (Semetko & Valkenburg, 2000). The first frame is an
accountability frame, through which the media ask, who is responsible? This
is a typical frame in crises, when the reporting usually begins wirh the event
and chen moves to questions of accountabilicy. The second frame is a conflict
frame, in which the media suggest conflict berween different actors. This
occurs in most news. The third is a moral frame, through which the media
analyze to what extent the event violates moral norms. Different cultural
contexes have different moral standards. One example of this can be seen in
the major media exposure in Sweden of stcudent harassment and mistreatrnent
ar the private boarding school Lundsberg in Auguse 2013, which ultimately
caused the school to temporarily close. A school such as Lundsberg, which in
Sweden (with its strong views regarding equality) is associated with the upper
class, is an anomaly that in itself goes against cultural and meoral norms. Thus,
when a scandal of this sort occurs, media interest is much grearer chan it
would be for a public (i.e. state) school.

The fourth frame is financial: the media can focus their reporting on, for
example, the economic consequences of an event. Finally, the media can give
their reporting a human-incerest perspective and show the consequences of an
evenc for private individuals.
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Of course, it is not only the media that create frames: many parties in
practice endeavor to frame issues. Communication professionals, for example,
try to establish frames char chey consider correct or legicimare. Politicians and
business leaders refer to the established ideological framework, rooted in cul-
tural norms, and through this framework communicate simple messages
adapred to public opinion. The public may have both common and differing
frameworks for understanding and interpreting a social evenr, but it is also
affected by the news media frames. Furchermore, the emergence of social
media has increased the number of possible frames, the resulc being various
simultaneous media frames.

Sources and journalists

The great dispure within news management is whether it is communicacion
professionals or journalists who have most power over media content. News
sources can be defined in many ways. The definicion thac we use, and that we
have taken from Cameron, Sallot and Curcin (1997), is simple: a news source
is a person or organization that through some channel conveys information to
a journalist or media organization. Of special interest within strategic com-
munication are the sources that the Norwegian media tesearcher Sigurd
Allern calls “professional source organizations” (Allern, 1997); that is to say,
the established major actors in society that either have or use specialist
communicative competence.

The first independent model is a sort of ideal state of affairs from a jour-
nalistic perspective. It is common that journalists consider chis co be whar is
true in practice. Few journalists admit that professional sources, media scra-
tegies, and actors influence them and their production. However, there are
many studies that demonstrate how professional sources influence the media.
In a classic study, media researcher Herbert Gans (1979) concluded:

The relarionship between sources and journalists resembles a dance, for
sources seek access to journaliscs, and journalists seek access to sources.
Alchough it rakes two to tango, either sources or journalists can lead, but
more often than not, sources do che leading.

(p. 116)

Researcher Stuart Hall conducted one of che key srudies in chis field in the
1970s. This work gave the official sources the title “primary definers” (Hall,
1978). In this scudy, it was the police and other public authorities that for-
mulated problems, steered the news agenda, and were used as credible sources
by the media. The primary definers’ reliability was determined by chree factors:
they were already powerful, they were considered to have a legitimate represencative
function, and some of them, such as objective sciencists, had expere srarus.
The British researcher Paul Manning (2001) argued in a later analysis that
it is the pressure ro meet deadlines and produce newsworthy contenc thar lies
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behind the use of primary definers. These sources are newsworthy because
they affect the lives of individuals. This means cthat che media prioritize actors
with power and marginalizes other groups and institurions; the power struc-
ture is reproduced through the news process. The same need lies behind
media reliance on news agencies and other media or journalists as sources. The
media is trying to rationalize and minimize costs: this becomes especially
clear when it comes to fields thar fall outside the media’s own core business,
when other media and news agencies dominate as sources.

The developmenr of media and communication has undoubtedly led ro
greater interdependence berween sources and journalists. The changing con-
ditions of journalism and the digitalization and professionalization of serategic
communication challenges traditional journalism. Due to faster speed of
information, increased production requirements, and new forms of media and
market logics, journalists are increasingly dependent on their sources. Spon-
sorship of TV programmes and the development of online newspapers with
integrated content marketing are examples of trends that demonstrate how the
traditional borders between journalists, public relations, and markering are
being challenged. Convergence between previously separate roles, technolo-
gies, and media conrent is one of the strongest trends in our communications
landscape (Jenkins, 2006).

Strategies for sources

Each source has its own qualifications and needs to adapt itself to the news and
media ouclers’ varying structural demands. Generally speaking, the highest
news value comes from events with shore cultural and geographical distance
in relarion ro the target groups of the media; chis is relatively obvious. There
are several reasons why a source might be of interest to journalists:

®  Previons contact and switability. If a source is already established as repu-
rable chen it has more chance to influence journalists. Sources that are
good ar communicating clear, shore messages and fic into the pre-made
dramarurgy of a news story are often used by journalises. If a source has
experc status and is considered independent (e.g. by associacion wich a
university or another media company), the interest increases. The value of
having previously used journalist conracts is one explanation for why PR
agencies are often employed to handle media relations. Here there is a
substantial distance berween theory and practice. Research in media stu-
dies and strategic communication racely deals with relationships ac che
inter-personal micro level. Instead, researchers take a macro-level per-
spective, looking ar the relationships between organizacions and insricu-
tional interests or actors. However, in practice it is the interpersonal,
local, and direct relacionships chat are of greatest significance.

®  Productivity. This concerns the capacity of the source to give journalists
newsworthy and relevanc informarion. Distributing a large amount of
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press material to edicors, when only a small proportion of the information
has news value, does not go down well. This can be a serious problem for
journalists, who are bombarded by different sources with email, press
kits, and phone calls. The capacity to underscand whart is newsworthy 1s
not the key ro success — thac assessment should be made before the
informarion is conveyed. The management of many organizations lack a
proper understanding of what events are given space by the media; it is
therefore important that the communication professionals ace critically
and represent viewpoints appropriate to the surrounding environment.

®  Reliability. Sources who provide trivial or dubious information lose their
authority. This is of course clearly connected to the two previous criceria.
Though it is not impossible to make such information appear news-
worthy or serious, if it comes to light chat che information was unreliable
and was reported on false grounds, the reporcer will dismiss future messages
from the source as unreliable.

e Auwthority. Public actors or those with established authority in a field,
such as governmenr representarives or researchers, have an advantage.
However, it is imporrant not to manipulace wicthout reason the story or
message through connecrions to auchorities; chis only affeces reliabilicy
and long-term relationships.

®  LEloguence. In interviews, the source must be arriculare and adapr infor-
mation to the journalist’s need for simplicity, clarity, and dramarizacion.
This is incredibly important and means thar communicacion professionals
must educare all porential spokespersons in their organization. Some
organizarions strategically select only one or two executives as spokes-
persons, buc this strategy can go wrong. There is a risk that all other
potential spokespersons wichin the organization refer all questions to
these individuals, making journalists suspect that something is wrong.
Ideally, as many people as possible in an organization should be trained
in how to effectively express themselves.

Researchers Scote M, Cuclip, Allen H. Center, and Glenn M. Broom (2006)
give some concrete advice to prospective sources. Among other things, cthey
scress that a source should begin by expressing the societal aspect of a topic
and not (ac least not specifically} the interests of che organization, as “adver-
tising” statements strongly conflict with journalistic independence and review
requirements. This can often be a problem when professional marketers and
salespeople communicate wich journalists. It is also importanc thac the source
defines whac is and is not applicable to a topic, racher than repearing the
(often leading) questions that journalists pose. In tactical terms, there are many
ways to consider chis. For example, a news source should never speculate
about the reasons for an evenr, should not be fooled by “counterparc™ stare-
ments provided by the journalisc ("Bue I spoke to Mr. X who said chac ...™),
and should avoid obscuring relevant information. A professional source defines
their answers and has the ability to redefine journalists’ questions when
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necessary. Researcher Richard Bailey (2006), who has long practical experi-
ence, has formulated four golden rules for good media relations that we also
consider to be ethically defensible:

® Act as a service function for journalists: answer questions quickly and
objectively, be available, and convey relevant informarion.

e  Respect and accept the independent role of the media (and realize thar as
a source, your role is differenc).

®  Be honest with who you are and what you represent. Never try to cover
anything up.

®  Be just as readily available when the news is bad as when the news is good.



Part II1
Future developments



8 Reflections and the communicative
organization

In this book, based on research on organizations’ rargeted communication, our
aim has been to provide an overview and discussion of the key theories and
practices within the field of strategic communication. There are two sub-fields
that we have deliberately not addressed: direct relacionships berween organi-
zarions and capical investors (1.e. investor relations) and berween organizations
and political decision-makers (i.e. public affairs and lobbying). Boch these fields
are relacively specialized in practice and do not necessarily place communica-
tion issues ar the cencer. In addition, they require very particular knowledge
bases, especially in economics, political science or law, and there is no room
for such deep diving here. However, we have discussed political communicacion
in its broader sense. For a further investigation of this field, we recommend
che book Political Public Relations by Strombiick and Kiousis (2011).

Strategic communicacion, as we previously emphasized, represents both a
knowledge field and a knowledge-based inrerest. As a field of knowledge ic is
directly related to the social, economic, culrural and technological develop-
ments in our environment, where che borders are constantly moving. We have
chosen to emphasize in parcicular che reflexive and ritual communication
perspective, which we believe is of cencral importance for the field of know!-
edge and developmenc of pracrice. This book offers no universal solutions to
the various organizational problems, This is because there can be no general
solurion applicable to all communication problems. Organizacional researchers
such as Karl E. Weick (2015) actually advises against practicioners spending
time, energy, and money trying to find absolute answers or reasons. QOur
world is so complex and so difficult o predice that a search for the solution
will not resulc in much. The world is ambiguous and simple, clear answers
are simply not available. Weick emphasizes that in an ambiguous world, the
"wrong” rating cannot exist: things are only reasonable or unreasonable and
there are always different ways to interprer something. In this book we want
w show that solucions ro organizacional problems depend on situations, contexrs,
and organizational conditions and that there is always more than one inter-
pretation and chus multiple solutions. At the same time, this does not mean
chat “anything goes”. There are several cheories and resources for commu-
nication chac are timeless, especially wich regard co social psychological,
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psychological, and rhetorical mechanisms {(some of them described in chapter
1). In addicion, there is often a right and a wrong way to manage commu-
nication problems—but the right and wrong depend on local and specific
citccumstances. The ability to understand what is going on between differenc
stakeholders and an organization is crucial for making good decisions.

Today, there is no general agreement regarding what value and meaning
strategic communication has for otganizations and sociery. There are tentacive
ideas and specific results from empirical studies, bue chere is still a massive
need for more knowledge. One of the main issues, debated in research as well
as practice, is why organizations should even make use communicacion pro-
fessionals. As mentioned in Chaprer 3, the value of strategic praccice (focusing
the effect on the overall goals and missions of an organization or on society) is
hard to measure, while it is easier to measure the effects on a tacrical and
organization-cencric level—for example, the results of a communication campaign
in attitude or behavior change among stakeholders.

Within marketing communication it has long been possible to show the
effects of communication activiries such as marketing campaigns. This can be
explained quite simply: the marketing of products and services is directly
related to sales. In scientific terms ic is of course not thar easy to find and
show simple links berween an advertising campaign and sales. There are a
variety of factors (or variables) that interact, and contexrs and situations vary.
No advertising agency has patented a simple, universal formula for effective
advertising. However, some measurement methods have been developed for
finding relacionships. For those involved in strategic communication, it has
always been a problem ro demonstrate clear effects. This is partly due to the
complex nature of the communication, but also because there are few major
empirical scudies looking for strategic communicacion effects. Nevercheless,
practitioners have grown in number and more and more organizations are
focusing on strategic communication in different forms. We have designed a
model (see Figure 8.1 below) that summarizes and links the most common
arguments behind scrategic communication initiatives—where strategic

‘ Organizational efficiency

Image | @:‘Eﬁlc commumc;'r[> Transparency

Organizational identity

Figure 8.1 The goals of strategic communication
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communication is supposed to create value. The model illustrates the four
main goals of strategic communication and may be used for further studies.

A few imporrant points have to be made regarding the goals model. First,
strategic communication efforts can be motivared by rthe face thac chey are
believed to contribute to the organization's effectiveness. For example,
knowledge will be applied that encourages employees to use the right chan-
nels for cthe correct message in the “correct way”. In practice, managers can be
educated in how they should communicate with different stakeholders for best
resules and how internal and exrernal channels should be organized ro make
the communication flow more time and resource efficient and improve
employee information (rarget group customization) or planning and training
in crisis communication. However, it is difficult to demonstrate measurable
resules of such accivicy, even if you assume thac strategic communicacion in
qualitative terms has positive effects.

Second, communication efforts can be seen as important for the creation,
maintenance or enhancement of the organization's image, defined here as the
superficial knowledge that people around the organization have about the
organization. There is a clear relation here to advertising and crademarks,
especially in che case of corporate branding (organization brands). Organiza-
tion brands, of course, ate the focus of communicacion professionals, especially
with regard to legitimacy and trust: strategic communicacion is supposed ro
adapr organizacions’ activicies and behavior o internal and external circum-
stances and needs, with the overriding goal of crearing long-term legitimacy.
Sometimes the work with organizational image deals wich the production and
distribution of media-related information (press releases, press conferences,
digital presence, opinion polls, event arrangements, etc.). A general assumption,
even if it is now challenged by the development of digiral platforms, is that che
journalistic coverage is of great imporrance for organizations, especially in che
context of crises or scandals. There is also an arsenal of measurement methods
to use, as well as a long tradition of media research. It is not really possible ro
discern any general relationships, but one may demonstrate individual
relationships between the media image and trust, attitudes, and behaviors.

Third, strategic communicacion is mocivared by its assumed contribution to
changing or strengthening the organizacion’s idencicy for its employees and
thereby the organizational culture. There is a clear link ro organizacional
efficiency, but it mainly concerns valuation and cultural aspeces. Good com-
munication is believed to lead to a positive community around the value base
of an organization, which in turn supports the organization's vision and
strategy—"everyone going in the same direction”. The tools used to support
organizational efficiency and image can also be considered important for chis
mission. For example, publicity in the media may be of greater significance
for coworkers than for external stakeholders. However, it is difficult to show
measurable and causal relacionships berween communication efforts and
organizational identicy. This is because “culture” and “idencicy” are extremely
qualitative concepes and relate more to interpretation than effects.
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Fourth and last, strategic communication can be justified on the basis that
it promotes transparency berween the organizacion’s members and berween
the organization, the stakeholders, and che external environment. This argu-
ment is normative and based on a non-authoritarian and democracic view of
organizations and society, meaning that closure, hierarchy, and informacion
retention are negatively assessed. This is not, of course, an organizational
efficiency perspective, though so often claimed, especially in the context of
crisis management. However, it needs to be said that excessive transparency
can have negative consequences (for example, uncerraincy or inefficiency). In
other words, from an efficiency perspective there is no given srarting point
because it is a normative (value) question. But of course there are opportu-
nities ro study the effects, as James Grunig and his colleagues did in parc in
cheir Excellenrt studies.

Communication trends

As mentioned before, strategic communication may be viewed as a product of
lace modernity. This means thar socieral crends are of core importance for the
future of this field of knowledge. Communication—the creation of shared
meaning—will certainly never lose its importance for any society or organi-
zation. But times change and the need for both basic and applied theories and
methods for communication aimed at achieving overall organizational goals
will not decrease. According to the European Communicartion Monicor (an
annual survey directed at communication professionals in 42 European coun-
tries), the main challenge is to link business strategy and communication.
Communication professionals themselves have a scrong belief in the value of
strategic communication for organizarional success, but top management in
organizations still rend to view communication mainly as a support function,
not a managerial process of core relevance (Brgnn, 2014; Falkheimer et al,,
2017). Among other challenges for che furure are the role of visual commu-
nication, which professionals find increasingly important but lack operational
knowledge about, and coping with che digital evolution, which demands
lifelong learning to remain up to dace in (Zerfass, Tench, Vercic, Verhoeven,
& Moreno, 2017).

The macro trends of lace modernity will not disappear bue racher become
deeper due ro social, technological, political, and economic development.
They all have consequences for strategic communication. One basic macro
trend is increasing perceived wncertainty among human beings regarding cheir
different roles as cirizens, consumers, and so forth. Access to information
abour basically everything increases globally due to digitalization. This
developmenc is, from a democratic approach, pretty amazing. Today we can
build social networks and gather informarion in ways thar were impossible
only some decades ago. Bur increased access to informarion also leads to more
choices for human beings. Making a choice means raking risks, which in turn
leads to uncertainty. Scrategic communicacion is relevant in this conrext since
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organizations need to make themselves legitimarte chrough communication to
be “chosen” by customers, citizens, members, and so forth. In other words,
increased uncerrainty leads co an increased need of strategic communication
by organizations. Another basic macro trend is individualization, a modern
movemnent wich its roots in the Enlightenment of the eighteench century. The
mass communication theories of the last century have slowly been replaced
with cheories abour communicacion that do not rely on an image of humans
as masses or target groups. The active stakeholder and political consumer are
typical individualistic roles chac have effects on the organizations of today.
Increasingly, people expect and demand individual and personalized commu-
nication from organizations. New media technologies have creaced possibi-
licies for adapting information to the individual, based on informarion chat
may be collected through our digital footprints. This evolurion is positive in
some ways but may also threaten our integrity, since informartion abour us as
individuals may be used for control and surveillance. From a strategic com-
municarion standpoint the opportunities to learn more about stakeholders are
huge, but so are the ethical problems. A third basic macro trend is mobifity. a
concept that can be understood in several ways. One very simple example is
physical mobility, the fact that late modern humans travel more and more
easily than before. But mobility may also be interpreted as a social phenom-
enon: peoples’ actitudes and behavior is in constant flux, they are not constant
or easy to define with simple market surveys but can change as a resulc of
actions and things that happen. The role of strategic communication is rele-
vant here in many ways. One example 1s how we consume information today.
The launch of iPphone 2007 has had a major impact on access to and speed of
information, making it both easier and more problematic to work with stra-
tegic communication. The cradicional garekeeping role of journalists, editors,
and the like has changed and rumors as well as accurate informartion cravel
faster and furcher in a profoundly new way. A tweer from current US pre-
sident Trump is visible and spread in seconds: as soon as he presses send che
whole world can read his latest opinion.

From an organizational perspective, there are several trends thar emerge in
strategic communicacion. We have touched upon most of them in chis book,
burt let us recall the most significant. First, the strice separation of so-called
internal and external communication is being challenged. To reach overall
organizacional goals, communicarion professionals must integrace the internal
and external communication processes. Organizations are not closed rooms
and coworkers musc be viewed as parcners in straregic communication on a
broad scale. Second, the integracion of traditional goal-oriented communica-
rion disciplines such as markeung communication, advertising, organizacional
communication, and public relations will continue. By using an outside-in
approach, communicacions may be organized and executed in a processual
rather than unidireccional fashion. Finally, digitalization—as mencioned
above—makes new demands on strategic communication as a professional
field. The digiralizacion of media landscapes challenges the transmission
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communication approach and opens up new roles for communicacion profes-
sionals and new opportunities to interact with stakeholders. At che same ctime,
digitalization enables new forms of unechical communication and propaganda.

Forward-looking reflections

The future of stracegic communicartion as a practice and field of knowledge is
bright. An increasing number of researchers are interested in the issues we
deal with in this book. More and better-trained professionals furcher develop
cheir skills in differenc ways. Ac the risk of simplifying the historical devel-
opment, we want to highlight three trends that we consider of crucial
importance for the future of the field.

First, we want to highlight the importance of embracing a meaningful and
reflexive approach to strategic communication. Traditional efforts to create
general communication models and explain direct and causal relacionships
through quantitative and stacistical research are valuable, but cthey should
increasingly be joined by close-up observations of organizations’ stracegic
communication. To answer some of che questions, researchers need to act
more as anthropologists than as sciencises.

Second, it is important to embrace a critical perspective on strategic com-
munication. Communication may be about parriciparory engagement, but it
is also about power and dominance (Heide, 2014). In rraditional research,
power issues have often been neglected in favor of applied studies. But cricical
research can also contribute to increased reflection and to professionalizacion
(Falkheimer & Heide, 2016). The fact that ethical issues have been high on
practitioners’ agendas for several years is a clear sign of grearer self-awareness.
There is no doubt that strategic communicarion is also abour power and
ethical choices. As mentioned before, straregic communication is a double-
edged sword that may be used for good or bad. Criricism and self-criticism is
necessary for professional development. Although the fucure looks bright for
strategic communication as an organizational practice in the sense thac it
increases its imporcance, the consequences of this should be highlighced cri-
tically, in parcicular from a democracic point of view. The same applies to the
manipulative use of che tacrics that strategic comrunication involves; as with
rhetoric, racrics can be used for both good and evil, depending on values.

Third, it is imporranr to realize the importance of improvisation (cf. Cunha,
Clegg, Rego, & Neves, 2014; Falkheimer & Heide, 2010). A point of
deparcure chae has been consistent in this book is chat strategic communica-
cion based on rigid plans, where ic is assumed that organizations can control
and predice the future, is impossible to implement. We have stressed that a
reflexive approach is required—that is, thinking abour how one’s own starting
points and how actions influence the outcome (Falkheimer & Heide, 2016).
This means that if our original plans are too righr, we become less flexible
and innovarive and risk not being able to act fast enough. It is important to
have a clear strategic framework (Falkheimer ec al., 2017). Buc only those
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who have developed the ability to improvise within chis framework can
become a mascer of scrategic communication. From a knowledge perspective,
this means there is a need to be open to ideas and methods emanating from
the creative field (e.g. music, theatre, film, dance).

The communicative organization

A fundamental idea of this book is chat communication constitutes organiza-
tions (CCO—which is conveniently also an acronym for chief communicacions
officer or, sometimes, corporate communications officer). CCO consists of “a
collection of perspectives abour grounding che role of communication in che ontol-
ogy of organizacions” (Putnam & Nicotera, 2010, p. 158). Communication is thus
not only a variable that can be controlled and managed, but the very means by
which an organizarion exists. Some researchers, such as Weick (1993), see
communication as a synonym for organization. Wicthout communication,
organizarions would cease to exist. CCO researchers (e.g. Cooren er al,, 2011)
claim thac it is more proper to talk about organizing processes for which
communication is a prerequisite. Qrganization is in ocher words perceived as a
verb or process of becoming. This reasoning is fundamental co the communicacive
organizarion rhatr was incroduced in the academic world a couple of years ago
(Heide & Simonsson, 2014). There is no common definition of the commu-
nicarive organizarion, but the assumption is chat organizacions that commu-
nicare well with important stakeholders have a competitive advancage. The
communicarive organization also embraces “an overall knowledge and aware-
ness of che importance of communication for conrinuous organizing processes
that enact and reproduce an organization” (Falkheimer et al., 2017, p. 93 f).

The communicacive organization is also a concept that gained increasing
popularity among pracricioners. The communicative organization was laun-
ched in 2010 by the 6th World Public Relations Forum—The Stockholm
Accords (Global Alliance, 2010). This report emphasized that chief commu-
nication officers cannot manage or control more than 10 percenr of an orga-
nization’s communication. Consequently, in the communicative organization
there is a broad understanding that all organizational members—managers
and employees—are strategic commnicators, As a consequence of chis, chief
communicarion officers have two strategic roles:

o A political role—providing management wich all the necessary current
information to enable it to both effectively lead the value necworks and
make a conscious, intelligent, and enduring atcempt to understand the
relevant dynamics of society ac large.

® A contextual role that involves the continuous provision of communicartive
skills, competencies, and tools for members of the host networks so that
they can improve the quality of their relationships, thereby crearing
greater organizational value,
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We firmly believe that the communicative organizacion is a useful concept
that communication professionals can employ to talk aboutr the value of
communication. To talk about and set the goal of becoming a communicative
organization is a way to put communication on the organizacional agenda, to
highlighe the imporrance of communication, o embrace the complexity of
communication, and ro realize thar all organizational members are ambassadors
of the organization. In all inrernal and external interactions, the organizacion—
the brand, the reputation, and the identity—is produced and reproduced.
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Strategic communication comprises different forms of goaloriented communication insid
and between organizations, their stakeholders and the society. Strategic communi::nsl{ :
is an emerging practice and research field integrating established disciplines sucTwlon
public relations, organizational communication and marketing communication inIoCIS
holistic framework. The field is based on an awareness of the fundamental importance :F
communication for the existence and performance of all organizations.

This fextbook offers a broad insight into the field of strategic communication. The main
aim of the book is to give a general overview of theories, concepts and methods in
strategic communication. The book also aims to develop an understanding of different
perspectives and the consequences each one has for practice. After reading the book the
student or reader will be able to define and reflect upon strategic communication as an
academic field and professional practice, describe relevant theories and apply these to
communication problems.

The authors apply a reflective and practice-oriented approach meaning earlier research
or theories are not only described, but also discussed from different critical perspectives.
A practice-oriented approach means, in this book, that the authors strongly emphasize
the role of contexts and situations—where strategic communication actually happens. This
book will help business and communications students to not only define and understand
a variety of strategic communications theories, but to use those theories to generate

communication strategy and solutions.

Jesper Falkheimer and Mats Heide are Professors in Strategic Communication at
the Department of Strategic Communication, Lund University in Sweden.
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