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“PR = Public Relations, which means people are at the centre of everything.  Sarah reveals how the PR world 
is changing and why the time is now to advance your work in communications.”

Brian Solis, father of PR 2.0 and author of X, The Experience When Business Meets Design

“This carefully edited guide aimed at reasserting PR’s value as a management discipline explores the oppor-
tunity for public relations today and embraces topics such as skills and professional development, the move 
to paid, C-Suite reporting and much more. Featuring 33 highly skilled practitioners, many of whom are PRCA 
members, #FuturePRoof is set to become an indispensable handbook for managers of comms teams every-
where.” 

Francis Ingham, Director General, PRCA, Chief Executive, ICCO and Master of The Company of PR Practitioners

“A diverse range of voices that provide illuminating insight into the dramatic evolution of public relations, 
#FuturePRoof’s contributors offer timely observations and compelling lessons from an industry that is 
changing fast.”

Arun Sudhaman, Partner/Editor-in-Chief, The Holmes Report

“#FuturePRoof isn’t just a book, it’s an ambitious project to codify the vast changes that have had an impact 
on the practice of 21st century public relations. It delivers guidance and advice that is valuable, relevant and 
immediate. Sarah Hall with her combination of vision and drive has brought together an impressive array 
of professionals who together have created a forward looking guide and enormously useful sourcebook for 
anyone practising in PR today.”

Rob Brown, Managing Partner at Rule 5 and the CIPR’s President Elect

 
“I have said and will continue to say: PR is a noble calling. Helping organizations and brands  
understand and meet the expectations held for them by the public is both worthy and worthwhile. #Future-
PRoof is an excellent reminder and guide for those committed to PR as a potent, sustainable force for good, 
now and well into the years to come.”

David Gallagher, Senior Partner / CEO Ketchum EMEA, Immediate past-president / International  

Communications Consultancy Organization, Past chairman, UK Public Relations Consultants Association

E N D O R S E M E N T S

#FuturePRoof
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There's never been such a good time to work in public relations.

Organisations are the sum of their relationships and every aspect of the arts, commerce, society and politics 
is social.

It has always been this way but public relations business practitioners became obsessed with communicating 
via the proxy of mainstream media and lost sight of the far bigger opportunity.

Public relations practice as a management discipline is putting the public back in organisational communica-
tions.

Media disintermediation and changes in consumer behaviour brought about by the internet and technology 
are providing the opportunity for practitioners to assert their value.

Meanwhile we have access to data, tools and media to help plan, deliver and measure the success of our 
work.

#FuturePRoof is an ambitious project. Its purpose is to explore the opportunity for public relations right now 
and in the next ten years.

I've worked with Sarah Hall for the last five years at the CIPR, the UK’s professional member body for public 
relations practitioners.

We live in the same part of the UK and have grown up together along parallel paths in the profession. She 
cares deeply about improving standards in the profession and raising its status as a management discipline.

Last year Sarah helped me out in my role of President of the CIPR. In addition to board and council meetings 
we'd catch up in Newcastle every few months to chew over the issues facing the future of public relations.

Lending a hand and contributing to her #FuturePRoof project has been payback in kind.

Sarah has brought together a team of doers and thinkers to explore some of the big issues that we face in 
modern practice.

Both organically and by design she has succeeded in bringing together a cross section of the public relations 
business.

#FuturePRoof is already a lively community of academics and practitioners; agency and in-house; junior and 
senior practitioners; and male and female.

In some cases contributors provide a fresh perspective on an issue as old as the profession itself such as PR’s 
value to organisational success, ethics and measurement and evaluation.

Elsewhere they explore emerging areas of practice such as the move towards paid, mapping workflow and 
freelance business models. I’ve written about the need for a competency framework, something that incredi-
bly we still don’t have in place.

Each essay is the start point for a discussion to #FuturePRoof the public relations profession. The contributors 
have all provided considered, thoughtful and insightful responses to Sarah’s call to action.

Whatever your role in the profession there’s something that will prompt you to consider your role in helping 
to create the future of the business of public relations.

In time I hope Sarah will be able to turn #FuturePRoof into a physical community to meet and tackle these 
issues. Maybe even in Newcastle.

There really has never been such a good time to work in public relations.

Stephen Waddington

F O R E W O R D

#FuturePRoof
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Stephen Waddington has earned a reputation as a consumer advocate and corporate insurgent through 
senior roles during the last 20 years as a public relations consultant, author and journalist.

Chief Engagement Officer at Ketchum, he is responsible for driving the integration of digital and social 
capabilities in client engagements across the agency’s global network.

Stephen is Visiting Professor in Practice at the University of Newcastle and was President of the CIPR in 2014 
during which time he helped return the organisation to its roots of professionalism as set out in its Royal 
Charter.

Twitter: @Wadds
Online: www.wadds.co.uk

https://twitter.com/Wadds
http://www.wadds.co.uk
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There is a lot of talk about the threat to PR as disciplines merge.

Some argue that with the evolution of comms, PR and marketing are now one and the same.  Many continue 
to assert that PR is a subset of marketing.

In truth, PR holds much greater value as a strategic management tool and is far from a dying art.

PR’s unique gift is its ability to build mutually beneficial relationships with an organisation’s stakeholders to 
help it achieve its goals. No other comms discipline has such influence or can complement and even correct 
other marketing techniques in the way PR can.

In 1999, Dr Jon White presented a paper to the Swiss Public Relations Society that stated that the future was 
bright for PR practitioners.

This was dependent on practitioners recognising ‘the opportunities presented by the environment and 
management needs’ and taking ‘steps to educate and train themselves’, as well as making ‘full use of 
communication technology, to provide reliable, if not indispensable, services to managers as they seek to 
deal with complexity and manage successful businesses.’

Very little has changed.

This is where #FuturePRoof comes in.

The aim of the book is to remind ourselves of the inherent value of PR and to increase awareness of the role 
it plays in driving business success.

Alongside this, the book is designed to provide a practical guide to some of the key issues facing the 
managers of comms teams today.

Its purpose is to drive up standards and professionalism, engender innovative thinking and to encourage PR 
practitioners to create disruption, not just embrace it.

#FuturePRoof teams with best practice advice and guidance thanks to the wealth of talent featured within it. 
It provides context on the world in which we operate today. It offers practical solutions to daily challenges 
while scanning the horizon and looking at how to identify and navigate ‘what’s next’. 

It has a stellar line up and I am grateful to all the contributors for giving up their time free of charge and 
sharing their expertise so generously.

My thanks also go to Stephen Waddington for helping to shape #FuturePRoof from concept through to 
fruition. Stephen has a special talent for building highly engaged communities for the greater good. It is by 
following this collaborative model that #FuturePRoof was realised.

However the publication of #FuturePRoof is only the first stage in ensuring the PR industry continues to thrive 
in years to come.

The next part of the journey is to communicate to employers and the business community why PR should 
form part of the strategic management function and its importance to organisational success. It needs strong 
leadership and decisive action. If you’d like to get involved with this part of #FuturePRoof’s work, I’d love to 
hear from you.

Sarah Hall

# F U T U R E P R O O F I N G  P R

INTRODUCTION



15 16

Sarah Hall is a pioneer of best practice in the PR industry. The holder of the Chartered Institute of Public 
Relation’s Sir Stephen Tallent’s medal 2014 for exceptional achievement in PR practice, she has established a 
reputation as an ethics tsar and gender and equality advocate through her work with the Institute. Outside of 
her voluntary commitments, you’ll find her running her own PR and marketing business and being Mum to 
two small boys.

Sarah Hall
Managing Director
Sarah Hall Consulting Ltd

Mobile: 07702 162 704
Twitter: @Hallmeister
Online: blog.sarahhallconsulting.co.uk

http://www.sarahhallconsulting.co.uk/
https://twitter.com/hallmeister
http://blog.sarahhallconsulting.co.uk
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C H A P T E R
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#FuturePRoof

What has public relations [1] done for us?

Mixing two literary references, the time has come to ask what has public relations done for us [2]. I asked 
some friends, and they said: Apart from…

Promoting, protecting and managing reputation; increasing brand awareness; creating memorable events 
and experiences; publicising products and services; helping employees to be more productive; bridging 
gaps between audiences; managing crises, issues and incidents; lobbying, briefing and educating; support-
ing business leaders and those who want to be leaders; guiding organisations through business transfor-
mation, restructuring and turnaround; putting things in the best light; mitigating reputational damage; and 
finding, writing and telling compelling stories.

Apart from all of that: Nothing!

Wisdom of crowds

This list is a snapshot of opinion crowdsourced from a diverse group of esteemed international PR practi-
tioners who I asked to share definitions of the purpose of PR for this article. 

Additionally, some mentioned audiences and channels, narratives, and my least favourite PR-y thing ‘messag-
ing.’ Nearly all referenced storytelling in some way and a few mentioned ideas and creativity.

Mike Love

You’ll learn:

• About public relations today and its role in achieving organisational success

• The value of building trusted relationships

• How public relations will remain an important function where campaigns support the organisational 

 goals and have purpose 

T H E  P U R P O S E  O F 
P U B L I C  R E L A T I O N S

CHAPTER 01
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Most encouragingly, some included making and using connections, influencing, lobbying and persuading, 
facilitating debate and my favourite – ‘creating conversations.’ Many included references to digital communi-
cations, using social platforms and the ‘new’ mix of earned, unearned, paid and owned media. Nearly all of 
these definitions are concerned with the mechanics of PR, a list of what it does and how it is done.

The many, and strikingly similar, published definitions from the PR professional bodies on both sides of the 
Atlantic go beyond these mechanics. But they still talk of PR output and not organisational outcome. With 
variations on a theme, they define PR as a ‘discipline’ and a ‘process’ concerned with earning goodwill by 
building trusted relationships between organisations and stakeholders.

Beyond mechanics

This is all helpful, as far as it goes, but there is still no mention of personal, organisational, or societal goals. 
Is building a trusted relationship an end in itself? Does any organisation, whether commercial, political or 
cause-driven really have being trusted in relationships as a corporate purpose - is that it?

Definitions of purpose, in any context, should perhaps be more concerned with ‘why,’ than with ‘what’ or 
‘how.’

Organisations and people in them should want to earn trusted relationships because trust helps communica-
tion flow and business work best. But are trust and relationships ends in themselves or is this thinking simply 
about the means and not the end, the output and not the outcome?

The difference between output and outcome is best explained from my own experience by the moment 
when as a political campaign manager, my candidates in an election (nearly) all lost. The next day I was 
repeatedly told that we had “fought the best campaign.” Clearly we had not. The campaign was simply 
output, the outcome was our defeat.

With a higher purpose

Only a very few members of the crowd defined the purpose of PR in terms of end goals, objectives, or 
outcomes and only two saw ‘purpose’ in the sense of a broader benefit. They spoke of PR as a way to make 
the business and life ‘better places.’

Such aspirations could sound more spiritual than business or professional, although many a multinational 
corporation now includes a variation on ‘making the world a better place’ as part of its corporate vision, no 
doubt drafted by their PR people.

More spiritual and high-minded considerations aside, ‘better’ can also mean being more successful in achiev-
ing corporate, political or cause-related aims, making higher profits, employing and retaining better people, 
producing better returns on investment.

Businesses aim to be more profitable and sustainable. Politicians want policy to improve the effectiveness of 
government for their people. Employees might see better employment in terms of reward, recognition and 
advancement – as well as the contribution made to corporate objectives.

My take on this is that the purpose of PR is to help people and organisations to achieve these objectives, 
whatever they are. Helping them to be better at it and making the world or at least their world better is a 
practical and grounded definition to run with.

Business disciplines

Public relations work is a means to this end, and an ever-increasingly more important means in an ever more 
interconnected and interdependent world.

In this context, the twentieth century marketing maxim that every touch with a brand counts is a good way 
to think about the power of PR in the twenty-first century. Every touch can guide opinion, influence deci-
sion-making, shape organisations, and crucially - change behaviour.

The purpose of PR is to support the achievement of the organisational purpose.

This is why PR’s place should always be in the room if not at the table when organisations are making critical 
choices. That place, recognised, consulted and included as a business discipline, has to be earned but it is 
essential to have for PR to fulfil its purpose.

This is probably self-evident when considering the place of executive and corporate communications coun-
sellors, but it should apply to all disciplines of PR and communications. From consumer and brand PR, 
through corporate and public affairs, and issues and crisis management, to internal and leadership communi-
cation.

Speaking the same language

To be a business discipline, PR has to understand and use the relevant language of business sometimes liter-
ally finding the lexicon and mind-set which best suit an organisation.

I experienced this when as an in-house communications director I once attempted and failed to get the 
buy-in to my right-brain originated and presented plan to a board comprised of Six Sigma Management 
disciplined – no doubt binary dreaming - left-brainers.

Pictures met numbers. History and English collided with maths. We were talking different languages. After 
a re-think I returned with a plan consisting of Gantt charts, flow diagrams and gateway decision points. The 
plan was adopted.
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Evidence-based

Eschewing the much used ‘finger in the air’ school of PR theory, acceptance as a business discipline requires 
PR practice to be evidence-based.

PR provides decision-makers insight and intelligence with informed inspiration.

These are hopefully evidence-based and increasingly drawn from more complex data analytics to interpret an 
ever changing matrix of global relationships, connections, influences and stakeholder wants and needs.

The key insight is usually to be able to identify “what’s in it for me” for each of the players, to determine rele-
vance, timing and best ‘chemistry’ for the people involved.

In the long gone analogue world simple two-dimensional stakeholder mapping usually considered familiar-
ity and favourability of brands, organisations, leaders, products, policies or actions. Now that PR is the key 
provider of more multi-dimensional stakeholder mapping it can show how every touch counts towards the 
end-game and how PR work can demonstrate real business value.

#FuturePRoofed

The future of PR as a business tool is best secured when non-PR people in an organisation appreciate that 
value. PR people often cite moments in time when successful crisis management of one kind or another 
earned that response from colleagues: “so that’s what you do!”

#FuturePRoofed PR is best assured by not waiting for moments of crisis or opportunity, but by making them 
through being part of decision-making, ahead of and not following the next big thing.

The purpose of PR is to be a leader of change.

Sources

[1] Public relations or PR refers to and includes all communications sub-disciplines
[2] Apologies to Lewis Carroll and Monty Python

Mike Love has counselled cabbages and kings to be better at what they do through a nearly 40 year career 
in political campaign management and international corporate communications. He started his career with 
Shell, and has since held “in house” roles with the Conservative Party, McDonald’s, Microsoft, BT, and G4S. 
He is now a PR adviser with, and UK chairman of, a leading international PR consultancy. Mike is a past PR 
Week “PR Professional of the Year”.

Twitter: @therealitygap 

https://twitter.com/therealitygap
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C O M M U N I C A T I N G  W I T H  C O N S C I E N C E ; 
I N F L U E N C I N G  O R G A N I S A T I O N A L 
L E A D E R S  T O  D O  T H E  R I G H T  T H I N G

A leadership crisis 

According to the World Economic Forum (WEF), lack of leadership is third in the top 10 issues facing 
the world today [1]. People don’t trust leaders in government, business or even in NGOs to address, never 
mind solve, the big issues that pose global challenges to society. 

WEF’s survey on leadership identified several virtues needed for good leadership: “a global interdisciplinary 
perspective; long-term, empirical planning; strong communication skills; a prioritisation of social justice and 
well-being over financial growth; empathy; courage; morality; and a collaborative nature”.

This sounds like a job description for a top-flight public relations practitioner to me. There might be an argu-
ment that financial growth might take priority over social justice and well-being from some, but I disagree. 
That’s why we are in a mess with leadership.  Leaders pursuing selfish, largely financial and power preserva-
tion ends and short-term gains are major reasons why trust in them is at rock-bottom.

But there is hope! Advances in communication technologies are forcing organisations to engage with their 
stakeholders in new ways. Never before have they and their leaders been held to account so publicly and to 
so many. 

This is good news because they are being forced to re-think their purpose and how they gain and maintain 
their legitimacy not only with their immediate stakeholders, but to society more widely.

Anne Gregory

 

You’ll learn:

• What you need to be a strong leader

• Why business needs to look at big societal issues and help find ways to solve these

• The role of today’s public relations practitioner in keeping the focus on people and not process, profits 

and power

CHAPTER 02

http://reports.weforum.org/outlook-global-agenda-2015/top-10-trends-of-2015/3-lack-of-leadership
http://reports.weforum.org/outlook-global-agenda-2015/top-10-trends-of-2015/3-lack-of-leadership
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Step up the public relations profession

This challenge presents a once in a decade prospect for the public relations profession. As organisations are 
defined increasingly by what is being said about them, we have the opportunity to lead and to become that 
essential adviser to the CEO that we have long yearned for. The question is, what will we be saying to her or 
him?

Most of the Codes of Ethics that exist for the professional associations in public relations around the world 
say that our ultimate responsibility is to serve society. If we are to serve our organisations well we need to 
keep this constantly in view. We will gain society’s support and enhance the legitimacy of our business if our 
organisational purpose is seen to be sound and we are seen to make a positive contribution.

So how can we help leaders where they feel held to account personally and where the demands for transpar-
ency are ever more pressing? 

CSR is not enough…in fact I would like to see the phrase banned from the corporate and public relations 
lexicon, it is massively devalued. What we are talking about here is Governance and a new perspective on 
organisations with communication as the lens.

Communicating with conscience

Organisations have never been independent of society and the implicit management orthodoxy that as-
sumes that in some way they can impose their will or their ‘strategy’ on others seems rather quaint these 
days. But such a way of thinking is still present in most Business Schools and underpins the MBA curriculum. 
That’s why many CEOs still think like this…..the ‘make it so’ mentality, as if stakeholders can be ‘managed’ to 
think and act in ways that favour the organisation.

This brings us to the point. To help leaders, to build better organisations and contribute to society, we need 
to make them ‘good’. As Aristotle said, practice the virtues and you will become virtuous. For public relations 
professionals this means more than caring about the day to day interactions with stakeholders and the latest 
communication toys, but transforming our organisations from within.

Of course we have to resist the temptation to become too inwardly focussed. To transform the inside we 
need to look to the outside. Taking a cue from the WEF, I believe the starting point is to care about the big 
issues and show how we are doing something to resolve them. By doing this leaders can begin to restore 
trust in themselves and the organisations they lead.

Helping leaders help themselves

I think we can help leaders in three ways:

1. Purpose 

If our ultimate role is to serve and build society in our everyday work, we can help our organisations make 
good decisions. This means we need to listen to people, understand the context in which they live and know 
what is important to them. In that way we can begin to find a place and purpose for our organisations in their 
lives that makes sense to them.

By bringing that intelligence about stakeholders into our organisations we can ensure that decisions are 
made that are properly informed and are likely to gain acceptance. They will be decisions that are orient-
ed around providing solutions to people’s problems and enhancing their lives, not about organisational 
self-interest. By doing good, it is also likely our organisations will do well: they will certainly find themselves 
supported.

2. Principles

 It is often how organisations behave as much as what they do that causes them problems, possibly even 
more so. This is where values come in. These are the rules that govern behaviour and against which deci-
sions are benchmarked.  Values can be made top-down, but that is usually self-defeating because they are 
not ‘owned’ by the vast majority. They have real traction when they are negotiated internally and externally.

Again public relations professionals can help with this negotiation process and test whether the resultant 
values are likely to have resonance and support.

But values are a double-edged sword. They are also the bullshit yardstick. It’s the difference between de-
clared and lived values that measures the legitimacy gap and it is here where organisations find themselves 
exposed to challenge, ridicule and potential lethal threat.

The combination of purpose and principles form organisational character and if leaders are to be respected 
and supported, they more than anyone have to model the way. In their own interests they need brave public 
relations professionals to hold the mirror up to them if they are falling short.

3. People

Organisations meet their objectives through people and society is constituted of people. Again communica-
tion is crucial. Fact: organisations and society cannot exist without communication. Buildings and money can 
be taken away and organisations can exist, but they cannot exist without communication. It is communication 
that is the basis of organisations and organising, it is people that we share success and failure with, it is 
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Sources

[1] http://reports.weforum.org/outlook-global-agenda-2015/top-10-trends-of-2015/3-lack-of-leadership

people who bring meaning and purpose alive.

Our role as public relations professionals is to keep our leaders focused on people. Once process, profits 
and power take over as priorities, the organisation is lost.

Communicating with conscience is at the heart of what we will do in #FuturePR. The challenge for us as a 
profession is whether we are up for this and the opportunity it provides for us to lead and help our fellow 
leaders?

Professor Anne Gregory PhD, Hon Fellow CIPR, is Chair of Corporate Communication at the University of 
Huddersfield. She is a former President of the CIPR, leading it to Chartered status and Immediate past Chair 
of the Global Alliance of Public Relations and Communication Management.

Twitter: @gregsanne

http://reports.weforum.org/outlook-global-agenda-2015/top-10-trends-of-2015/3-lack-of-leadership
https://twitter.com/gregsanne
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T H E  O P P O R T U N I T Y  F O R  P U B L I C 
R E L A T I O N S

•	 Public	Relations:	 relevant	and	necessary?
•	 Professional	standards	and	qualifications	for	practice

On September 10 2015, PR Week reported Lord Browne, former chief executive of BP, speaking on BBC 
Radio 4’s Today programme ahead of the publication of his new book, Connect. The interview discussed the 
need for managers to take responsibility for their companies without hiding behind PRs and CSR depart-
ments.

Asked if firms should get rid of their PR department, Lord Browne replied: "Probably, yes. I think there’s obvi-
ously some sort of interface needed [with the media] but there’s too much which is unrelated to the reality of 
what is actually happening and too little understanding of how companies are affecting the different bits of 
society they are involved in."

The PR Week article noted that Browne dismissed the suggestion PR teams were needed to stop managers 
speaking off the cuff. He said: "When something goes wrong, you need to say so. Failure cannot be dressed 
up as a different form of success."   

Browne also said CSR departments had become "divorced" from the mainstream of what their company 
does in real life.

Jon White 
 
 

You’ll learn:

• The role of public relations in influencing behaviour

• Why today’s world needs more public relations professionals, not fewer

• Why practitioners who don’t engage in continuous professional development face obsolescence

CHAPTER 03
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Browne stated: "One of the props that people have relied upon is corporate social responsibility, and that's 
allowed a lot of companies to detach the activity of communicating and being involved with stakeholders 
almost into a side pocket." 

Public relations is part of the management role

On the basis of his and BP’s experience, we could argue about whether or not Lord Browne is a particularly 
credible commentator on public relations as a part of the overall management task, but his comments do 
illustrate some of the difficulties and challenges public relations faces in establishing its relevance.

It is, in fact, more than relevant, it is now a necessary part of the management of the modern organisation, as 
well as a fact of social life.  

When Kevin Murray, then of Chime now chairman of Good Relations, and I interviewed chief executives in 
2004 about their views of public relations, they were quite clear on its value.

Public relations historians tell us that public relations in more or less developed form has been a part of 
human social history. They point to practices in ancient Greece and Rome, or in Renaissance Italy, which we 
can recognise as similar to public relations today.  

In its modern form, public relations as a separate set of activities and approaches to the achievement of 
business and political objectives began to be marked out – and labelled – in the early part of the twentieth 
century.

Public	relations	is	about	influencing	behaviour

It has evolved to become a set of practices directed at influencing behaviour in relationships – an applied 
psychology of relationships, within and between groups, focused on how, practically, the behaviour of 
groups of people can be influenced so that they behave in ways allowing particular objectives to be 
achieved.

Public relations makes use of communication, and is often confused with communication, or mislabelled as 
communication.

Out of the set of management tasks, it has become the one which attends to, and takes steps to influence 
the development, growth and maintenance of important relationships - as Edward Bernays said in the early 
days of its development in the 1920s, the relationships on which an organisation depends for survival and 
prosperity.  In this, the focus of work is on how groups and individuals are behaving. Are they, for example, 
giving the support that might be needed?

We need more public relations practitioners, not fewer

More fundamentally, public relations is necessary because of increasing complexity in the social world, in 
global, political and economic developments and because of technological developments.  

This increased complexity, global developments, technological innovation and impact of these on social 
relationships demands closer attention – and the emergence of roles in business, political and other organi-
sations to provide this. This all translates through into action on relationships.

It’s worth bearing in mind a view from biology that living systems tend toward greater complexity. The 
complexity in society – national, international – we observe now is a fact of evolution, and will continue to 
develop.  

As it does, say through the interplay between technology and society, there will be more, not less, need for 
mediators in social relationships. And therein lie continuing needs for capable public relations practice.

It’s time for the public relations profession to grasp the nettle 

Will those working or coming to work in public relations rise to the opportunities that are clearly there?  

In the UK, when the Chartered Institute of Public Relations (CIPR) looked ahead from 2011 to 2020 [1], a 
number of its members expressed doubts that they would.

Scenarios developed in discussions up and down the country raised questions about the continuing rele-
vance of public relations, its ability to withstand challenges from others, such as management consultants, 
and commitment to necessary professional development.

These are not new concerns, and there are ready reassurances available to meet them. The practice is rele-
vant and more, it is a necessity. Challenges from others will be met through confidence based on knowledge, 
expertise and demonstrated competence in performance.

These are all areas currently being addressed. The Global Alliance for Public Relations and Communication 
Management is currently looking again at the	body	of	knowledge	required	for	public	relations	work	[2]. 
The questions of what it means to be competent in public relations are being looked at in detail in this publi-
cation asking how to #FuturePRoof public relations, and national associations such as CIPR are emphasizing 
the need for continuing professional development (CPD).

http://www.cipr.co.uk/sites/default/files/PR%25202020%2520Final%2520Report_0.pdf
http://www.globalalliancepr.org/website/gbok%20
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CPD: evolve or die

It has to be emphasized that it is not possible to remain current, and to keep abreast of changes requiring 
better use of public relations, without committing to, and following through on continuing professional 
development.  To do otherwise is to accept early professional obsolescence.

Because of what it means to be effective in practice, the knowledge, skills and competences required, the 
question of appropriate qualifications for practice can be a difficult one to answer.  
At the moment, in countries like the UK, the answer is being sought in requirements for chartered status, 
where to achieve this means committing to CPD over a period of time, and submitting to an examination of 
thinking about practice (a short paper on a topic relating to public relations) and professional experience. 
Similar approaches are followed in the accreditation programmes available in countries like the US and 
Canada.

Against the more rigorous paths taken by advisors in other areas such as finance or general management 
consultancy, these programmes will – in the near future – have to be strengthened, if public relations advisors 
are to gain the recognition that they aspire to and that they need to be effective in their work.

Sources

[1] http://www.cipr.co.uk/sites/default/files/PR%202020%20Final%20Report_0.pdf

[2] http://www.globalalliancepr.org/website/gbok

Dr Jon White PhD FCIPR, is a consultant and visiting professor at Henley Business School and Cardiff 
University's School of Journalism, Media and Cultural Studies (JOMEC).

Twitter: @DrJonWhite

http://www.cipr.co.uk/sites/default/files/PR%25202020%2520Final%2520Report_0.pdf
http://www.globalalliancepr.org/website/gbok
https://twitter.com/DrJonWhite
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D E F I N I N G  C O M P E T E N C Y  A N D 
S K I L L S  I N  P U B L I C  R E L A T I O N S  I S  A 
C R I T I C A L  I S S U E

The public relations business urgently needs a competency framework for practitioners. Work is 
underway by the Global Alliance, the international umbrella organisation for public relations profes-
sional bodies.

There are very few standards in public relations. It’s surprising for a business that is tasked with the critical 
role of managing the reputation of an organisation.

Time served is the typical measure of competence. But not all experience is equal and when media and tech-
nology are evolving so quickly it’s a lousy metric.

Are you any good?

Without a competency framework it’s difficult to benchmark one practitioner against another or apply 
a strategic approach to building educational, training or Continuous Professional Development (CPD) 
programmes.

A competency framework is typically a requirement for career progression in a profession.

But the public relations business isn’t a profession. There’s no barrier to entry in the form of qualifications, no 
requirement for registration in a way that can be publicly tested, and no mandatory requirement for CPD.

Stephen Waddington

You’ll learn:

• Why the public relations profession requires a competency framework

• How having a recognised body of knowledge and defined skillset helps define the role and value of 

 public relations

• The activities that have been attributed to different public relations roles by the Global Alliance for 

benchmarking purposes 

CHAPTER 04
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Why the public relations business needs a competency framework

1. Benchmark
It is not currently possible to benchmark the skills of one practitioner against another, or one agency or 
in-house position against another, with any level of assurance.

2. Recruitment
Hiring the wrong person is costly for an organisation. A framework would streamline the recruitment process 
and have the potential to improve hiring decisions.

3. Career route map
There’s no route map for career progression within public relations, and worse, it isn’t possible for a practi-
tioner to define with any assurance what skills they need to develop to progress.

4. Professional development
It would prevent professional obsolescence which happens when the body of knowledge acquired at an 
earlier stage of a career becomes outdated. In public relations this is a particular problem because of the 
pace of change and is a powerful argument for CPD.

5.	Definitions
It would help define what public relations is, and what it isn’t, and provide a means to defend our turf against 
the encroachment of advertising, marketing and management consultancy. The issue of Competency frame-
works has risen up the agenda within public relations in recent years.

The pace of change, and the shift from publicity to true public engagement has left practitioners scrambling 
for a robust framework for skills.

But this isn’t a new issue. Dr Jon White defined a competency framework for the CIPR, the UK’s professional 
membership organisation for public relations practitioners, as long ago as 1987.

Global Alliance project to create a competency framework

A project by the Global Alliance [1], the international umbrella organisation for public relations professional 
bodies, aims to make amends.

It has analysed more than 30 competency, education and accreditation frameworks, or credentialing 
schemes, from public relations associations from around the world.

Global Alliance Past President Professor Anne Gregory and board member Jean Valin should be applauded 
for leading a project that is tackling the issue head-on.

The result is the Global Body of Knowledge Project.

Building a framework that has global application from the Netherlands to Kenya or from China to the US is 
an ambitious task.

It must be broad enough to cover developed and emerging markets and yet be sufficiently granular as to be 
meaningful.

“We now live in a global world where we need to share good practice, recognise basic standards of 
competence and demonstrate that like other professions we have a body of knowledge that stakes out our 
territory,” said Jean Valin.

“Recruiters have told us that the cost of a bad hiring decision is 2.5 times salary cost so getting the standard 
right has very practical and bottom line benefits.”

The Global Alliance identified a high degree of correlation between different credentialing schemes to 
create a first draft.

The project has reached a new milestone following review in 2015 by Global Alliance leaders.

A second version of the Global Body of Knowledge Project has been published as a Google Document for 
consultation [2] among Global Alliance members including the CIPR, IABC and PRSA.

#FuturePRoofing	via	consultation

The Global Alliance is seeking input to ensure that the credentialing scheme is #FuturePRoof and fit for 
purpose in different markets.

“We will likely add a new [section up front] to describe the practice and try to extract principles and values as 
a new section in order to focus even more on areas of competence,” said Jean Valin.

The next version of the Global Body of Knowledge Project will be shared with employers ahead of publica-
tion at the Global Alliance’s World Public Relations Forum in Toronto in June 2016 [3].

The project describes two levels of practitioner, namely entry-level and mid-career or senior level. A series of 
activities have been attributed to each role as set out below.

Entry-level

• Account or client management
• Strategic planning
• Public relations programme?
• Project management
• Media relations

http://www.globalalliancepr.org/
http://www.globalalliancepr.org/website/gbok
http://www.globalalliancepr.org/website/gbok
http://www.globalalliancepr.org/website/page/world-public-relations-forum-2016-toronto
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• Social media relations
• Issue management
• Crisis management
• Internal or employee communication
• Special event, conferences and meetings
• Community relations
• Stakeholder relations

The knowledge areas for mid-level and senior practitioners are broadly similar. The key different is depth of 
understanding and management capability.

Mid-career or senior level

• Reputation management
• Government relations and public affairs
• Evaluation and measurement
• Definition of values and guiding principles
• Building and managing trust
• Advanced environmental scanning and trend identification
• Evaluative research
• Building and managing trust
• Issue identification

Competencies for each role are described across four areas: knowledge, skills, abilities and behaviours.

The result is a robust competency framework for public relations that is an excellent platform for 
consultation.

A challenge the Global Alliance faces in delivering against such a bold ambition is that inevitably consulta-
tion will lead to tasks being added rather than subtracted.

“We know the document as it stands is incomplete. It is Western-centric and not future focused so we do 
need lots of help to ensure we have something that associations and practitioners from around the work can 
take as a basis and tailor to their own context and needs,” said Professor Gregory.

“This last point very important. It’s not to be used as a straight-jacket, but as a helpful and common starting 
point,” she added.

It is already an incredibly useful starting point. Thanks to the leadership of the Global Alliance we’re a step 
closer to an international Competency framework and an understanding of what skills are required of a 
modern public relations practitioner.

Sources

[1] http://www.globalalliancepr.org/

[2] http://www.globalalliancepr.org/website/gbok

[3] http://www.globalalliancepr.org/website/page/world-public-relations-forum-2016-toronto

http://www.globalalliancepr.org/
http://www.globalalliancepr.org/website/gbok
http://www.globalalliancepr.org/website/page/world-public-relations-forum-2016-toronto
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Stephen Waddington has earned a reputation as a consumer advocate and corporate insurgent through 
senior roles during the last 20 years as a public relations consultant, author and journalist.

Chief Engagement Officer at Ketchum, he is responsible for driving the integration of digital and social 
capabilities in client engagements across the agency’s global network.

Stephen is Visiting Professor in Practice at the University of Newcastle and was President of the CIPR in 2014 
during which time he helped return the organisation to its roots of professionalism as set out in its Royal 
Charter.

Twitter: @Wadds
Online: www.wadds.co.uk

https://twitter.com/Wadds
http://www.wadds.co.uk
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What	is	the	value	of	PR?	How	do	we	measure	and	show	its	value?	These	questions	have	always	sur-
rounded the practice. However, the traditional answers don’t really cut it in the 21st century. As the 
nature of PR itself changes, the ways in which its value is demonstrated must change too.

When people talk about the value of PR, they invariably mean its economic value (cultural, ethical and aes-
thetic value don’t normally enter the picture). 

This typically translates into a discussion about justifying return on investment (ROI) which is itself a financial 
metric. In simple terms, how do I know that for every £1 spent on PR, I get more than £1 of value back in 
return. And the higher the rate of return, the better.

This thinking pervades both commercial and non-commercial organisations. How can anyone prove that 
time, personnel, money and effort have been allocated with maximum efficiency?

How do you know that client, stakeholder or taxpayer money spent on PR has been deployed to best effect?

Justifying value

PR has traditionally attempted to justify value in terms of output metrics. Press releases written. Coverage 
generated. Possible reach. 

Andrew Smith

You’ll learn:

• Whether you can attribute a financial value to the results of a public relations campaign

• Why we need to define the core human skills required for public relations to avoid automation taking 

over

• How relationship building and social empathy is fundamental to a viable communication strategy

T H E  V A L U E  O F  P R

#FuturePRoof CHAPTER 05
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In the past, there was implicit agreement between the provider and procurer of PR services (both agency and 
in-house) that the ability to isolate the causal impact of PR activity (and its subsequent economic value to the 
organisation) was either too costly to work out or just not possible to determine. Advertising value equiva-
lence (AVE) fulfilled the demand for a way to show the value of PR in economic terms (ignoring the inherently 
flawed way in which is calculated). This was accepted as an act of faith about the apparent value of PR rather 
than a robust formula based on sound principles.

Yet in spite of the near universal loathing of advertising value equivalence (AVE), it remains the most widely 
used criteria for determining the apparent economic value of PR. 

Although hardly anyone will publicly defend AVE, in private, most people cite the lack of a viable alternative 
model. Or at least one that senior management or stakeholders will accept as a replacement.

So is it possible to isolate the economic value of PR?

Attribution analysis

The short answer is: yes. 

Or at least, the traditional objections of cost and execution are largely disappearing. In a world where com-
munication and relationships are largely mediated through digital technology, it has become easier to track, 
trace and understand the contribution made by various channels to the delivery of observable outcomes in 
the real world.  

The most ubiquitous example is Google Analytics, a near universally deployed tool that has the capacity to 
attribute the value of a particular communication channel. Although in its infancy, it is this kind of approach 
that will increasingly be used to show economic impact.

But even if the economic value of PR can be shown, perhaps a more important question to ask is, what valu-
able roles for human beings will remain in the world of PR in coming years?

Harvard professor William H. Bossert once stated: “If you are afraid you might be replaced by a computer, 
then you probably can be. And should be.”

The stark reality is that even though economic value created by PR may well rise in the coming years, at best, 
the number of people required to deliver this value will remain static. Based on the trends of the last decade, 
the likelihood is that there will be fewer jobs to go round. 

Rather than get depressed about this, it might be better to focus on what those valued roles might look like 
and the skills required to gain and retain those jobs.

Rise of the robots

PR optimists like to believe that computers won’t be able to think or write creatively, or be able to formulate 
viable PR strategies. 

The argument here is that there are certain intrinsically core elements of PR practice that won’t get automat-
ed any time soon. The reality is that the future is already here, just unevenly distributed. 

Martin Ford’s book The Rise Of The Robots presents a convincing (and disturbing) argument for the fact that 
skilled white collar jobs such as accounting, law, journalism (and yes, PR) are next in line to see technology 
remove vast numbers of existing jobs in the next five to ten years.

Even if we clearly define exactly what PR is (and isn’t), and assuming that practitioners make use of attribu-
tion analysis and other techniques to demonstrate economic value and impact, consideration should be 
given to what PR professionals may actually be required to do in the future.  

If computers can happily produce viable communication strategies, write engaging content and report back 
on their increasingly unsupervised activities, where does that leave us?

According to Geoff Colvin, author of Humans Are Underrated, empathy and social interaction are set to 
become the most highly prized human capabilities in a world dominated by technology and automation (he 
also believes women rather than men are better placed to benefit from this transformation). 

In his words: “The most valuable people are increasingly relationship workers.”

In conclusion, many of the tools to demonstrate the economic value of PR work are already widely and in-
expensively available. With PR practice encompassing everything from marketing communications, investor 
relations and reputation management, technology will increasingly replace both the predictable and routine 
elements of PR work as well as apparent “untouchables” such as creativity.

Ultimately, the value of PR will be derived from clearly defining exactly what the practice constitutes and then 
determining the appropriate mix of technology and human involvement to deliver demonstrable economic 
outcomes.
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Andrew Smith is the co-author of Share This, the best selling Social Media Handbook for PR Professionals. 
Published by Wiley. Praised by Lord Sugar.
 
Twitter: @andismit
Online: www.escherman.com

http://www.amazon.co.uk/gp/product/111840484X/ref%3Das_li_qf_sp_asin_il_tl%3Fie%3DUTF8%26camp%3D1634%26creative%3D6738%26creativeASIN%3D111840484X%26linkCode%3Das2%26tag%3Dsharethisemailfooter-21
https://twitter.com/andismit
http://www.escherman.com
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R E P U T A T I O N  &  T H E  D I G I T A L  P L C

We are in the era of the digital plc, where reputation risk is now the biggest risk concern in the board-
room,	due	largely	to	the	rise	of	social	media.	 With	all	the	changes,	is	UK	plc	actually	fit	for	purpose?

Reputation risk is the #1 risk concern in the boardroom

A survey, Exploring Strategic Risks, conducted by the accountancy firm Deloitte with Forbes Insights[1], 
revealed that 40% of executives cite reputation as the number one boardroom risk, ahead of threats to their 
business model (at 32%) and economic trends and competition (both at 27%).  

Technologies are having a major impact on the business and risk landscape. More than half of surveyed com-
panies (53%) believe technology enablers and disrupters such as social, mobile and big data could threaten 
their established business models, and a staggering 91% have changed their business strategies since those 
technologies began to emerge. 

It means managing strategic risk and reputation has become a high priority for executives operating in to-
day’s digital plc.

Online presence and engagement drives reputation

Global research by Weber Shandwick conducted with Forbes Insights[2]  looked at several factors driving 

Mary Whenman

You’ll learn:

• Why managing strategic risk and reputation is a key consideration for today’s business executives

• The importance of engaging and relevant content and a seamless, multichannel experience for 

 customers

• The five attributes plcs need to be fit for purpose in today’s digital world

CHAPTER 06
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reputation among global executives. A staggering 68% said that online presence drives reputation, placing it 
closely behind social responsibility and global reach in importance. 

In other research, The Company Behind the Brand[3], executives estimated that corporate reputation ac-
counts for approximately 60% of a company’s market value and the CEO’s reputation accounts for approxi-
mately 50% of the company’s overall reputation.  

So, if online presence and engagement is driving corporate reputation, what does the digital plc look like?

Four trends facing the digital plc

There are four significant trends facing the digital plc:

1.     Changing the rules of engagement for financial disclosures
2.     The social CEO
3.     User centric content
4.     The convergence of marketing and communications

Trend	1:	The	digital	plc	&	financial	disclosures

In April 2013, the Securities and Exchange Commission in the United States announced that it would allow 
publicly-traded companies to make financial disclosures via social media channels as long as companies 
made it clear to investors exactly what channels they would make announcements on, so as not to give com-
petitive advantage to some investors over others.  

This means in the US at least, the rules of engagement for the digital plc have changed in terms of managing 
price sensitive information, which is already having an impact on market value and corporate reputation.

Trend 2: The digital plc & the social CEO

If a CEO’s reputation accounts for approximately 50% of a company’s overall reputation, having a social CEO 
is key to managing corporate reputation. Weber[TW1] Shandwick’s report, Socializing Your CEO III: From 
Marginal to Mainstream[4], reveals deep insights on CEO sociability. 

The research found that 80% of CEOs from the world’s top companies are now engaged online and via social 
media, compared to just 36% when tracking began in 2010.

The increased use of three platforms has contributed significantly to the increase in CEO sociability overall; 
the research found CEOs are visible on their company website (68%), company YouTube channel (38%) and 
social networks (28%), taking CEO online engagement into the mainstream.

Trend 3: the digital plc and user centric content

Stakeholders and audiences want to be engaged, informed and invested in - not sold to – so an effective 
digital content strategy puts the user at its heart. 

Companies and brands hold a wealth of information that can be transformed into engaging, shareable con-
tent occupying the ground between what your brand stands for and what your stakeholders want to read.

Designing content for mobile and especially smartphone use is a path to success.  

The University of Oxford’s Reuters Institute Digital News Report 2015[5] reveals that 73% of UK adults are 
accessing news digitally. They seamlessly move between computers, tablets, smartphones and traditional 
newspapers. 

Smartphones continue to grow as a tool to access news (42%) according to the Digital News Report 2015. 
Tablet use is growing too, but the rate of growth is weakening. 

What really matters is the content itself. As three quarters (73%) of UK adults say they are very unlikely to pay 
for online news, this offers a significant opportunity for the digital plc if it can find relevance and the right 
mode of delivery.

Like news organisations, the digital plc needs to adapt and offer its stakeholders content dependent on their 
location, reading history, interests and social network connections.  To truly differentiate itself, the digital plc 
needs to deliver what its audiences expect, and do it better than any of their peer group – offering a seam-
less, multichannel experience that is easy to navigate, tailored to individual needs, while offering a deeper, 
personalised level of engagement.

Trend 4: the digital plc & the convergence of marketing and communications

The report Convergence Ahead: The Integration of Communications and Marketing[6] examines the expe-
riences of executives who have successfully integrated the two traditionally siloed functions of communi-
cations and marketing to more fully engage all stakeholders and provides guidance to those considering 
convergence.

What is driving this trend towards greater convergence and integration? Digital media, content creation and 
the growing indivisibility between brand and corporate reputation are all factors. 

Integrated roles are better aligned to meet the demands of an ever-changing and increasingly complex and 
data-driven media environment. Aggregating these two functions also better positions companies to devel-
op and distribute original content. 

Integration’s larger budgets and greater authority is enabling the digital plc to craft compelling stories that 
shape reputation through content journalism.



53 54

The	five	key	attributes	of	the	digital	plc

Evolution is critical for organisations to thrive and agile leadership is needed to ensure resilience and adapt-
ability in the face of change. 

The UK plc’s that are operationally fit for purpose in the era of the digital plc have five key attributes:

1.     Respond to and manage crises across all social media properties
2.     Use social media to make financial disclosures [in the US]
3.     Have a highly socialised CEO
4.     Create and publish user centric content
5.     Converge the marketing and communications teams into one integrated function.

Managing strategic reputation and risk means moving towards and achieving all five.

Sources

[1] Deloitte & Forbes Insights, Exploring Strategic Risk

[2] Weber Shandwick & Forbes Insights, Socializing Your Brand

[3] Weber Shandwick, The Company Behind the Brand: In Reputation We Trust

[4] Weber Shandwick, Socializing Your CEO III: From Marginal to Mainstream

[5] The University of Oxford Reuters Institute for the Study of Journalism, Digital News Report 2015

[6] Weber Shandwick, Convergence Ahead: The Integration of Communications and Marketing
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spent much of her career handling complex communications issues and advising companies during periods 
of major corporate change, including crisis, turnaround, joint ventures, rebranding, repositioning, restructur-
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Twitter: @marywhenman
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B U I L D I N G  A  P R  T E A M  T H A T  W O R K S

Building	a	successful	team	that	gels	together	and	performs	well	is	an	intrinsically	difficult	task,	wheth-
er	that’s	in	the	Premier	League,	the	NHS,	the	agency	or	the	office.	

Over the years I’ve helped to build and manage teams both big and small and the take home message 
should be that it’s never easy – just ask any England football manager from the past 40 years.

Building a team is difficult enough but in the modern world of frontline communications, the pressure is 
increased even further when staff on the coal face can often be dealing with life or death crisis situations (for 
in house public sector teams) or hugely competitive reputational issues for clients.

My time in the public and private sectors during both turbulent economic times and an era of massive 
change has taught me that there’s no right or wrong way of doing it, but there are some key principles that 
can help along the way. The first of which is simple authenticity. This sounds like something from Disney but 
I’m afraid you can’t really fool people into thinking that you’re something you’re not. 

Decide on your own style, approach and values then stick to them consistently.

Leadership & vision

Communications teams up and down the country are feeling the twin pressures of increased demand and 
heightened expectations, sometimes because of the voracious, modern media landscape but often because 

Ross Wigham 
 
 

You’ll learn:

• The principles of building a resilient and agile team that is focused on a collective vision

• The importance of adding skills outside of traditional competencies and how to avoid group-think

• How to secure appropriate resource when the team needs to scale

#FuturePRoof CHAPTER 07



57 58

of reduced resources, merged teams and the endless vortex of restructures that threaten to collapse in on 
themselves.

By now your bulls**t detectors must be tingling because terms like leadership and vision have become part 
of the lexicon of hackneyed and breathless middle-management claptrap. But remove the veneer of man-
agement-speak and you see how important they become to you and your team.

It’s vital that you are able to decide what’s important, plot how you will work and understand exactly where 
you are adding value to your organisation. 

Increasingly that means deciding exactly what the comms priorities are for the year and then sticking to them 
(The Chartered Institute of Public Relations’ President’s report & the Government Communication Service 
communications plan are great examples of this).

This process will enable you to properly assess and display how you are providing a rich return on investment 
through solid analytics and regular reporting. When it comes to doing all this with your team, remember that 
leadership and management are both very necessary but different traits.

Objective/strategy/tactics

Too often comms and PR can rush straight to tactics. It’s a fast moving world, we need results yesterday and 
it’s easy to just send a tweet right? (How many conversations have you had with bosses or clients that start 
like that?)

These three words - objectives, strategy, tactics - should be at the heart of all your thinking so that your team 
is properly focused and can have the most impact. 

Equally it’s vital that your whole team is also focused on outcomes and delivery. 

Remember "Strategy without action is only a daydream, but action without strategy is a nightmare" or as 
Winston Churchill said: “However beautiful the strategy, you should occasionally look at the results.”

A key part of your team objectives should be ensuring everybody knows what the priorities are and how they 
are contributing to the delivery of them. 

As a leader you also need to PR the PR team and make sure the organisation is acutely aware of its 
successes.

A changing world and a changing team

Someone once told me that the only people who love change are babies with dirty nappies and even then 
it’s often a messy process.

We’ve been living through a period of huge change in the past ten years with a revolution in the way we 
communicate corporately and as a society. At the same time we’ve experienced a major global recession and 
a fundamental shift in the roles and responsibilities of corporate communicators. This has had a knock on 
effect on how teams work and in my time I’ve seen teams becoming far more integrated and of course much 
smaller.

Sometimes this has meant integrating people from outside the usual areas of experience into the communi-
cations team which presents challenges for the whole group to deal with. This requires a much stronger focus 
on skills, development and CPD than ever before, so that while some in the team can lead on specific areas 
everybody needs a wider general level of ability.

Hierarchies are also flattening which provides more opportunity for greater individual responsibility and 
responsiveness but also means less support and fewer prospects for promotion. Overall though, from an 
output perspective, this is generally a good thing for the workplace.

Building resilience

Another awful buzzword I’m afraid but increasing resilience is increasingly important in modern life. If you get 
the chance to take any professional training or coaching in this area I would urge you to go for it.

What does it mean? Like anything it’s what you make of it but I’ve found my teams and I have always benefit-
ted in having strategies to help you cope when things don’t go as planned and to help prevent some of the 
thinking distortions we can all fall into. Google calls it failing fast and failing forward. 

In the corporate world resilience (or bouncebackability as football managers know it) is quickly becoming the 
most important trait. It’s much easier said than done, but the ability to pick yourself up and go at it again, is 
something we’re all having to get better at as numbers and budgets fall while demand grows. I believe that 
it’s even more pertinent to comms teams at the heart of organisations because – and I say this with love - 
people in our line of work often seem to have the thinnest skins imaginable.

In an existential sense Franz Kafka teaches us that work needs to be more than the workday horror of simply 
turning up and getting a salary as part of the machine. On some level people need to enjoy it regardless of 
how difficult or pressurised things get. How you reward people and create an atmosphere that inspires and 
motives will largely determine the success of the team. 

Having said that Kafka also wrote “Writing is utter solitude, the descent into the cold abyss of oneself, “ so 
what do I know.

Use technology and be the ‘reality check’

It’s a given that technology and the explosion of PR tools has helped the industry flourish in the past decade, 
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moving us back towards the truer, original meaning of public relations, as opposed to just a broker for tradi-
tional media access.

It’s amazing how a single new tool can change your approach so try new things, many of them for free with 
loads of tips in blogs or publications like #PRstack [1].

At the same time some of the older skills are coming to the fore, our role as intelligence gatherers and as the 
conscience of the organisation are vital in the social media age. It’s never easy but being the ‘buster of bad 
ideas’ is also an ability that comes from working with the media over many years.

Recruitment

One of the most difficult decisions, especially in the current climate is deciding when you need to take 
on more people. It’s a tough balancing act that needs to reflect the workload, but also the costs and time 
attached to upscaling.  However, whatever the financial realities if you spread yourself too thinly you will be 
guaranteed to fail.

There are now lots of innovative ways of filling these gaps and using paid internships at a large local authori-
ty was one of the best decisions I ever made. 

One of the biggest mistakes of recruiting tends be a confirmation bias towards ‘people like us’. That often 
leads to a ‘group think’ scenario where there are no divergent opinions, few new ideas and poor decision 
making. You can read about how dangerous that is by looking at the CIA in the early 1960s.

You need a mix of skills, experience, opinions, ages and world views if you want your PR team to be truly 
successful.

Sources

[1] https://prstack.co/#/

Ross Wigham is head of communications and marketing for Gateshead Health NHS Foundation Trust. He 
has previously managed communications as well as other teams at one of the country’s biggest local author-
ities. In 2012 he was named ‘Public sector communicator of the year’ at the UK Public Sector Communi-
cations Awards and ‘Professional Communicator of the year’ at the Golden Hedgehogs. Ross is also an 
experienced journalist and blogger, having spent a decade in London working for top trade publications as 
well as producing content for firms such as Sony, HSBC and Business Link.

Twitter: @rosswigham
Online: adaywithoutoj.com

https://prstack.co/%23/
https://prstack.co/%23/
https://twitter.com/rosswigham
http://www.adaywithoutoj.com
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U N D E R S T A N D I N G  T H E  B A S I C 
B U S I N E S S  M O D E L  F O R  A  ‘ T I M E - B A S E D ’ 
P R O F E S S I O N A L  S E R V I C E

#FuturePRoof

Neil Backwith

You’ll learn:

• What we actually sell in public relations

• How to set hourly rates, capacity plan and forecast income

• What to measure to manage profitability

We	all	know	how	a	shop	makes	profit	-	by	buying	goods	in	at	wholesale	prices,	adding	a	margin	and	
selling them out at higher, retail prices. But how does it work when the product is knowledge or 
expertise as in PR? The answer lies in understanding that what our clients want to buy (usually some 
sort of outcome) and what we have to sell (our time) are different and need to be brought together.

Time and knowledge

Ask 100 PR people what they ‘sell’ and 90 will say ‘expertise’ or ‘ability’ or ‘knowledge’ or some such abstract 
descriptor. The other 10 will say ‘time’. The 10 are right and the 90 are wrong - the 90 are describing what it 
is that qualifies them to charge for their time at all.

It’s a subtle difference but an important one; and it is the one fact which enables us to build a bridge 
between what clients want from us (some sort of outcome or result) and what we need to charge for it (our 
fee).

The only way we know to cost a project or a programme is with reference to how long it will take to do. The 
time part is relatively easy to work out using our experience and then we multiply the time (usually in hours) 
by our rates to calculate our fee. But how do we know what rates to charge?

Most of us set our rates by referencing the market and copying what others are doing - which is fine provid-
ed that the ‘others’ have got it right.  

CHAPTER 08
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There has to be a better way than that (and there is) but to work it out we need to understand a bit of back-
ground.

First we need to dispatch the idea of charging for ‘value’ or ‘worth’. There are a few (very few) occasions 
when it might be possible to charge ‘what it’s worth’ - some M&A advisers do just that - but in the vast 
majority of PR work it is nigh on impossible to judge.

Setting our hourly rates

So let’s look at the fundamentals: the PR business (like all professional services) is based on buying-in, mark-
ing up and selling-out just like a retail shop.  

The difference is that we buy-in time from our employees (or freelancers), add a margin to cover overheads 
and profit, and sell it out. The complexity comes in when we realise that we can’t sell-out all the time that 
we buy-in. We need to set aside some time for non-billable work. So each person will need to have a split of 
their time between billable (available to sell to clients) and non-billable (new business, training, admin etc.).  

We don’t generate any income at all from non-billable time, so all the income has to come from the work 
that we bill-out to clients - the billable time. Except that we don’t necessarily bill-out all our billable time 
either - some is excess capacity, some is over-servicing and so on.

This means we need to decide:

1.     How many billable hours per week are reasonable for each employee level?
2.     How many of those billable hours do we think will be fully paid for (billed)?

Then we can calculate how much we need to charge for each hour that we expect to sell in order to:

1.     Recover the salary of the employee
2.     Recover the overheads (including the salaries of non-billable staff)
3.     Make our desired profit margin.

That’s the basis for setting hourly rates.

Capacity planning

Now that the billable hours per level have been decided (and it is a decision based on what you believe to 
be right for your business), the capacity of the firm can be calculated - in hours and in £s.

For example: a firm with 10 billable executives averaging 26 billed hours per person per week at an average 
rate of £125 ph would have the following capacity:

• 10 (execs) x 45 (working weeks) x 26 (hours pw) = 11,700 hrs
• 10 (execs) x 45 (working weeks) x 26 (hours pw) x £120 (per hour) = £1.404m

A firm at the top end of the market with highly experienced executives may choose to aim for a relatively 
low number of billable hours but at very high rates; whereas another firm doing heavily commoditised work 
might need to aim for very high utilisation of people (high billable hours per head) but charge much lower 
hourly rates.

Either way, the aim is to work to as close to full capacity as possible. Remember, time for non-billable activity 
has already been allowed in setting the billable hours norms.

Income	and	profit	forecasting

The biggest mistake we all make when running PR firms is to recruit more people than we need - to recruit 
ahead of the curve in anticipation of future business. By so doing we carry too much spare capacity and 
depress our profitability.

The ideal way is to forecast our expected income (from our fees) and to calculate from that figure how many 
people we will need to undertake the work.  It isn’t difficult; by dividing the £Fee Income we are expecting 
by the average hourly rate, we get the number of hours we are expecting to ‘sell’. This can be compared to 
the number of hours available per person and we can see straight away whether or not we have sufficient (or 
too much) capacity.

A short term need for extra capacity can be met by freelancers or, if it is for a very short period of just a few 
weeks, by using some of the non-billable time which has been set aside. The secret here is to try to match 
the resource levels to the workloads as well as you can. The tedium of capacity planning is well rewarded in 
additional profit!

Another flaw in our management of our teams is often that we allow the pressure to do non-billable work to 
take priority over the need to do billable work. That’s a real no-no.

The key ratios

The temptation to produce dozens of key ratios and charts and whole dashboards of data is quite compel-
ling. But don’t succumb.

Measure a few things consistently and they will be all you need:
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1. The staff cost to income ratio

Staff costs (inc NI and freelancers) should be between 50% and 55% of your fee income. Too high and profits 
will suffer; too low and your team will suffer - with all the consequent problems!

2. Billable hours versus the norm

This should show how the average billable hours per week that you have set for your team compares with 
reality. If the average norm is 26 billable hours per person per week and you are achieving 24, then profits 
will be down and there is excess capacity unsold. If you are achieving 29 then profits will be high but staff will 
be stressed and new business won’t get done.

3. Write-off 

This is the difference between the billable hours your team are working and the ‘billed’ hours you are being 
paid for (calculated by dividing your fee income by the average hourly rate). This is also known as ‘over-ser-
vicing’.  Aim for 5% or less.

Managing	profitability	can	be	done

The principles here are all aimed at one thing: understanding the basis of ‘selling time’.  In truth that is a bit 
of a misnomer because, of course when dealing with clients we sell ‘results’ or ‘outcomes’ or ‘deliverables’ 
as appropriate. But only by understanding the principles of ‘time’ can we cost the projects, recruit the right 
number of staff and manage our profitability. 

Neil Backwith, Management Consultant, Corporate Strategy and Development. A Psychology graduate of 
University College London, Neil spent 10 years ‘on the client side’ and in 1982 joined Countrywide Commu-
nications (now Porter Novelli) as an account manager. He rose to Group MD in 1993 and worked to develop 
and implement the ‘go global’ strategy which saw Countrywide merge with Porter Novelli in the US and 
ultimately become one of the top 3 International PR Groups with more than 100 offices across 50 countries. 
Neil ‘retired’ from his post as CEO (EMEA) in April 2004 to establish his own management consultancy aimed 
at helping other firms improve their commercial success.  He regularly lectures, speaks at conferences and 
trains directors on commercial management as well as working as a consultant.  He is the author of the PRCA 
book ‘Managing Professional Communications Agencies’ published in 2007.



67 68

C H A P T E R

0 9

#FuturePRoof

In a world where communications continue to evolve at breakneck speed, agencies need to remain 
agile in adapting to change, as well as invest intelligently to ensure the business is set up for success – 
today, tomorrow and beyond.  

As one of the country’s leading independent PR consultancies, achieving double digit growth for 17 years 
has not been all plain sailing.  Our strategic imperatives have always been based on creating a structure that 
is ‘fit for purpose’ coupled with a fanatical focus on best practice when it comes to managing over-servicing, 
relevant and regular training and working in partnership with our clients. 

Structures

A key challenge facing many PR and integrated agencies as they grow is maintaining a robust structure and 
framework - one that is able to adapt to the ever-changing industry landscape and client demands.  

With a headcount of 40, we are led by a by a 6-strong Board and a Management Team of 9 supporting the 
Board. A key focus for the Board is to scrutinise the staff costs to fee income ratio and hold it at max 57% 
including all bonuses and profit share. Within this, we also review the balance between senior and junior 
staff, consumer versus trade mix and billable versus non-billable people.  

It is essential that teams and resources are structured in response to the business need. 

Ruth Allchurch

You’ll learn: 

• The structures comms teams need in place to be fit for purpose

• How to create a healthy organisational culture and engaged workforce

• How best practice leads to happy clients and a higher profit margin

T H E  P R I N C I P L E S  B E H I N D  M A N A G I N G 
A  S U C C E S S F U L  C O M M S  D E P A R T M E N T 

CHAPTER 09
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At Cirkle we have a clear line management structure, which is showcased through organisation charts and 
robust job specs, each containing clearly defined responsibilities and SMART objectives. KPIs are set for 
individual team members and we place maximum importance on our responsibility as an employer to devel-
op our staff by investing against individual training needs.  

Clarity for career progression is vital to optimise team effectiveness and we monitor performance through 
an integrated mix of monthly line manager check-ins and bi-annual 360° appraisals.  Our teams participate 
in external initiatives such as the PR Week/WPR Mentor scheme and they are also encouraged to network 
regularly within the industry.  

As a business continues to grow, it inevitably goes through periods of step-change and it is critical to contin-
ue to invest in, and act upon, staff satisfaction.  We gauge this through external bi-annual Pulse Checks and 
quarterly HR clinics, sharing and addressing issues immediately in the spirit of active listening and nipping 
any issues in the bud.    

Employee engagement 

A motivated and galvanised workforce will always be fundamental to business success.  Get it right and you 
have an army of influential advocates at your fingertips - witnessed by Cirkle winning the SABRE for ‘Best 
Agencies to Work For’ as voted by our team.   

Our substantial benefits programme includes a calendar of Random Acts of Kindness and we invest in 
putting all team members through ‘Insights Discovery’ training. This determines individual management 
‘colour profiles’ to optimise team dynamics and has become one of the agency’s most talked about team 
initiatives.

A culture that lives and breathes

Having a clearly defined culture is an essential part of any agency’s strategy and ideally it should be consis-
tent against every touch point.  We badge our culture ‘good mojo’ and are obsessed with fostering a fun, 
hardworking sense of community in a motivating environment that has flexibility, trust and reward at its 
epicentre.  

Open plan offices have proved highly effective alongside our staff hot desking programme which encourag-
es collaboration across teams.  

Many agencies claim to support flexible working, but often that’s not the reality if you scratch below the 
surface.  All staff are offered flexi-hours, 30% of our team are part time and 90% work from home on Fridays 
from account manager and above – unheard of in our industry.  

Transparency is always welcomed by staff across all organisations as it breeds trust and respect and our quar-
terly team Breakfast Clubs see us share financial tracking and forecasts to all levels across the agency.  

All agencies should have a clear and simple set of values and authenticity is key in creating, shaping and 
embedding values across a business. We do this right from the beginning – showcasing our values at the 
interview process; integrating them into job specs and appraisals; referencing them in marketing collateral, 
writing them on the walls and bringing them to life through monthly employee recognition awards and bi-
annual team away days.

Controlling over-servicing 

No chapter on standards would be complete without a large nod to over-servicing as getting remunerated 
for the work we do is our lifeblood.  

Identifying and controlling over-servicing has always been critical for profitability as we distinguish between 
billable time, client investment and over-servicing. Part of our ongoing education with our teams is to 
demonstrate the commercial relevance of timesheets in the context of fees and this has paid off in terms of 
100% daily timesheet completion.  

We have proved that if teams understand WHY they are completing timesheets, then the inputs are ACCU-
RATE which is fundamental in creating data that is useful.  This has resulted in just 2% over-servicing versus 
the 20%+ industry average.  

Standards

A slick, professionally run business with watertight systems that are effective at capturing business-critical 
data and insight will win.  At Cirkle we have always placed the utmost importance on being ‘proud and confi-
dent’ in everything we do. 

Right from our beginnings, we laid the foundations for best-in-class systems - from agendas and meetings 
beginning and ending on time, through to the highest level of financial and management reporting.   

Teams also share insight and best practice through weekly team meetings and our rigid approval systems 
ensure work is delivered to the highest standards before it is presented to stakeholders.  

Systems should continually be monitored for effectiveness and tightened up in line with a company’s ongo-
ing evolution, new technologies, new client needs and increased headcount. 

As members of the PRCA, we undergo its Consultancy Management Standard (CMS) audit every two years. 
This shines a best practice spotlight on 9 key business areas including Leadership & Communication, Busi-
ness Planning & Improvement, Financial Systems, Campaign Management, Client Satisfaction and People 
Management.  We have actively promoted our 96% score amongst clients, stakeholders and new business 
prospects as the ultimate endorsement for best practice.
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Client satisfaction 

Failure to embrace, capture, monitor and learn from one of your most important assets - your clients - will 
leave you vulnerable.   

Client satisfaction is another key area of investment for Cirkle which sees us use external auditors to run 
bi-annual Client Pulse Checks across all of our clients. 

A simple online questionnaire, it delivers quantitative metrics and qualitative feedback and focuses on Stra-
tegic Thinking, Creativity, Quality, Team and Advocacy. We forensically analyse results and share as relevant 
with teams and clients - addressing issues and celebrating successes.  We don’t stop at clients, as we also 
run an annual media audit.

Benchmarking 

Continually monitoring business performance against the industry and competitor set creates insight for 
continued development.  At Cirkle we do this in a number of ways including participating in PR Week’s Top 
150 as well as the PRCA’s annual benchmarking, whilst keeping abreast of the latest industry developments 
through the media, webinars and event attendance and networking.  

Beyond focusing on best-in-class standards within Cirkle, we are passionate about elevating standards across 
the PR industry, be it through our roles on the PR Council; Chairing PRCA sectoral groups or our grassroots 
talent support (University alliances, ‘Experience in the Round’ Internship programme, PRCA Apprenticeship 
Scheme). 

We’ve proved time and again how best practice and impressive margins do not need to be mutually exclu-
sive, by hitting the sweet spot between client delight and profit delivery through a skilled and galvanised 
workforce.  

Winning seven awards for employee engagement, beating every industry metric for profitability, staff reten-
tion, client satisfaction and best practice are further proof points that never resting on our laurels and 
continual investment continue to pay off - now and into the future.

This type of success is something every comms team can achieve, if they try.

Ruth Allchurch is Managing Director of Cirkle. Ruth has over 15 years global consumer, corporate and trade 
PR experience, both agency-side and in-house where she was Head of Brand PR for Diageo Western Eu-
rope, managing an agency roster across 7 countries. Ruth’s inspirational leadership sees her head up Cirkle’s 
award-winning team of 40 across clients including Premier Foods, GSK, LR Suntory, PepsiCo, Pernod Ricard 
UK, Energizer, Ferrero, Hovis and Slendertone.  Ruth sits on the PR Council as well as PR Week and PRCA 
awards judging panels and is Chairman of the PRCA’s Consumer Group. She has just been shortlisted for 
‘Consultancy Head of the Year’ for the PRCA Awards 2015.

Twitter: @allchuru / @cirklepr
Online: www.cirkle.com

https://twitter.com/allchuru
https://twitter.com/cirklepr
http://www.cirkle.com
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E V E R Y D A Y  P R O F E S S I O N A L  E T H I C S 
F O R  P R  –  T R U S T I N G  D I S C O M F O R T

What makes a professional communicator, well, professional? What’s ethics got to do with it?

Being ethical in PR needn’t be about who you work for or how you handle major conflicts, but can be how 
you go about your everyday work. This section looks at ethics in practice.

Is being a professional the same as being ethical?

Public relations is seen as an emerging profession, lacking some of the features of law and medicine, for 
example, but similar to journalism or marketing. There are degrees in the subject, it has a body of knowl-
edge to pass on, and professional associations to maintain standards – but only for their members. Anyone 
can practice but the hallmark of a professional is the commitment to social value and high ethical standards 
(Cooper, 2004).

As many professions fight issues of public trust in the wake of recent scandals, there is an increased emphasis 
on ethics (Sama and Shoaf, 2008). Professions also resist government regulation, in general, so demonstrat-
ing professional ethics is an important aspect of independence. Which means showing that your work has 
value to society, generally.

The social value of public relations is often presented as enhancing democratic processes through skilled 
communication. However, there are many critics who see only propaganda and distortion in our work, partic-
ularly in the political fields.

Johanna Fawkes

You’ll learn:

• How to embed ethics in everyday practice

• The role of Codes of Conduct

• How to analyse the ethical dimensions of public relations activity

#FuturePRoof CHAPTER 10
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Discussions and protocols from the Global Alliance of Public Relations [1] and Communication Manage-
ment illustrate the work being done to improve the ethical reputation of public relations in recent years.
But of course we are judged on deeds not words.

Are codes any use?

Public relations’ professional bodies throughout the world have created Codes of Ethics, many of them very 
similar and influenced by US approaches to public relations. 

They tend to stress ideal behaviours and often encourage practitioners to act as ‘ethical guardians’ for the 
organisation (Baker, 2008; Bowen, 2008). Critics have pointed out that most PR people lack the ethical train-
ing to play such a role (L’Etang, 2003). What’s more, many practitioners prefer to see themselves as 
advocates for a client rather than custodians of social values.

So, while the codes may be helpful in setting out best practice, they are often ignored or rejected as irrele-
vant to everyday challenges. Particularly if the work involves persuasion, as much PR practice naturally does, 
because the thinking behind the codes finds persuasion very tricky to address. There is some good work in 
the ethics of persuasion, but the codes don’t always reflect this (Porter, 2010).

Codes help in issues of professional conflicts, for example, or confidentiality, but evidence suggests that 
members of professional associations are very rarely disciplined for breaches – highlighting the dual obliga-
tions of such bodies to their members and to society generally.

There is a difference between the ethics set out in Codes and the kinds of minor - but significant – dilemmas 
which occur every day. How ‘green’ is company x, really? How transparent is group y? How many uncomfort-
able truths are avoided in this presentation or that CEO blog? How much is it even the job of PR to ask, let 
alone answer, such questions?

How can we keep an ethical awareness in busy working lives?

One problem is that ethical reflection tends to require time, and most practitioners don’t have any. We rush 
from deadline to deadline, and the odd sense of unease can be dismissed in the bustle of the next big thing.

Or persuade ourselves that if the code doesn’t explicitly prevent something, it must be ethical.  IF we’ve read 
the code. And anyway, people around don’t seem that bothered.

Experience talking to undergraduates returning from placements suggests that they are more influenced by 
the behaviour of those in the agency or department than by any ethics codes they were taught in class.

Some research also shows that when practitioners feel they can’t express doubts about ethical practices at 
work, they tend to leave or become ill. This was particularly evident when ethical dilemmas could not be 
discussed in the workplace (Kang, 2010).

Where can we look for answers?

In writing my thesis and book (Fawkes, 2015a) on public relations ethics, I came to the conclusion that 
instead of looking to codes, practitioners could develop stronger communication with their own inner 
responses to situations. These might lie just below consciousness, even resist examination, but it is here that 
valuable insights can be found.  

Of course, there may not be time in a crisis, but I suggest we all have a reflexive internal auditing system 
which lets us know when decisions could have been more thoughtful, consequences anticipated more clear-
ly. A sleepless night after an event may require more attention, not less.

This calls for an ethics of being rather than doing, one which engages the body as well as the mind.

Public relations has always been a combination of science and art, research-based strategies and experi-
ence-based insights. Good practitioners have good instincts.  

Recommendations

In a recent paper (Fawkes, 2015), I suggested the following questions for practitioners evaluating the ethical 
dimensions of their work:

• Am I comfortable with this decision? If not, why not? Is it because my pride/self-image/security is threat-
ened or do I fear harm will come from it?

• Am I prepared to raise this discomfort? If not, why not? Am I in a position of power or powerlessness? 
Am I abusing that position/abdicating responsibility?

• Who do I blame for ethical failures? What does this say about me?
• Is there a "safe" forum for expressing doubts? If not why not?

And if that is too hard, then somewhere in the hurly burly of everyday practice, to draw breath, check their 
own inner responses and have the courage to pause and ask:  Are we sure about this?

http://www.globalalliancepr.org/%20
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Dr Johanna Fawkes is Senior Lecturer in Public Relations at Charles Sturt University, New South Wales, 
Australia, where she runs the Doctor of Communication, among other things.  After fifteen years as a pub-
lic sector communicator, from 1990-2004 Johanna devised and delivered some of the first PR degree and 
professional courses in the UK. She has also been Chief Examiner for CIPR Diploma, undertaken consultancy 
and research projects, and written extensively for text books, international journals and conferences.  Her 
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R E L A T I O N S  A G E N C Y  O R 
C O M M U N I C A T I O N S  T E A M 

Jim Hawker

You’ll learn:

• The type of investment required to innovate successfully

• How embracing a Paid, Earned, Shared and Owned (PESO) model can drive commercial uplift 

• Why diversity of talent and skills is key to success

#FuturePRoof CHAPTER 11

What a chapter to try and attempt to write. How do you #FuturePRoof anything when the pace of 
change is as fast as it is? 

Well, there is a distinct choice available to agencies and communications teams. We can either carry on 
with the way we have always done things or upskill and equip ourselves with the tools and mindset that the 
modern day PR practitioner needs, not just to survive, but to thrive.

Firstly, I should say that I don’t have all the answers. We took the decision to reengineer our PR agency 
model because it felt like the right thing to do for our clients.

I think one of the big reasons that most agencies have not followed suit is down to the money it has taken to 
do this (£500,000 by our last count) and also the lack of digital knowledge of most agency owners, who have 
grown up in a very traditional PR career. 

While there is still money to be made from handling traditional media relations focused PR programmes, you 
will see less appetite for risk from agency bosses who have half an eye on retirement.

One of the other issues has been the traditional perception of PR and our place on agency rosters which 
is becoming narrower and narrower in scope. Marketing directors do not automatically think ‘PR’ agencies 
when looking for digital support and the issue is that PR professionals on the client side tend to focus more 
on reputation rather than commercial outcomes, which means flat lining budgets and reduced scope of work.
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Embracing the PESO model aids breakthrough

Back in 2012 I was running a PR agency that was winning lots of social media and ‘digital’ campaign awards 
but in my heart of hearts I knew that we didn’t really understand how to navigate the fragmented media 
channels that our clients were facing. This became apparent when we would work alongside SEO or media 
buying agencies, with bigger budgets and more digital knowledge.

During that time we got to know another independent digital agency very well that was in the main part 
running SEO and paid media campaigns and our conversations led to the decision to merge the two compa-
nies together. This has resulted in Threepipe today. In 2015, we are 60 people and create blended teams of 
expertise that essentially revolves around the PESO (paid, earned, shared, owned) media model.

The decision to merge was primarily driven by clients wanting us to integrate our earned media approach 
with commercial SEO campaigns, centred upon the content we were creating. While most PR agencies can’t 
understand technical SEO, most SEO agencies struggle to gain valuable earned media attention around the 
content. We now are able to drive brand and commercial uplift around content, which helps to unlock more 
client budget. 

If SEO agencies get their act together and start employing more ‘PR types’, then this could be a clear and 
present danger to the PR industry.

Paid is part of public relations 

What we didn’t anticipate at the time of our merger was the need for PR agencies to also better understand 
paid media. This goes against most PR people’s natural tendencies – to pay for results. The reality is that it 
is now extremely difficult to run social media campaigns without having a paid media approach supporting 
it. Fortunately, through our merger we have paid media experts that understand how to effectively elevate 
brand campaigns and also commercialise the social platforms that we are spending a lot of time working 
within.

Many PR veterans talk about how PR has a ‘right to own’ social media and I find this extremely naïve. I am 
seeing media buying agencies move in fast to take control of these channels because you have to ‘pay to 
play’. Marketing directors automatically are handing control of their social channels to media buying agen-
cies, simply because of the word ‘paid’. Is this fair? In my mind, yes.

If you wander around Threepipe, at first glance we look like any other PR agency. But take a closer look and 
you will see that half the office are sat with dual screens and excel sheets of data staring back at them. The 
ability to gather and interpret data is key to our business as it forms the basis of our campaigns, as well as 
our ability to track the effectiveness of them.

Upskill,	find	the	talent	and	demonstrate	value

Too many PR campaigns are failing because of a lack of integrated response and an inherent lack of 
understanding of data and how to use it. Agencies need to upskill fast and bring in people with different 
backgrounds that can walk the walk as well as talk the talk. Don’t get me wrong, earned media is still hugely 
valuable, but there is no point generating it if it can’t be found or you can’t prove the value of it.

I regularly see ‘award winning campaigns’ with great ideas at their heart but little in the way of decent 
engagement or commercial results delivered. In a world where marketing directors are under pressure to 
demonstrate value, this is a dangerous game to play. Too often I see PR content outputs not being leveraged 
at all. How often do you see a great piece of content left to rot on YouTube without being tagged, or posted 
on Facebook with no assisted reach and engagement? More frequently than not.

I am aware that this chapter may be depressing reading but many of these mistakes are fairly easy to fix by 
bringing more people into our industry that can help transform our ways of working. We can do it ourselves 
but it won’t be fast enough. 

Those in leadership positions need to be braver and more honest about our comparative and collective lack 
of progress. Look outwards towards more technically adept SEO agencies with bigger budgets or media 
buying agencies with more data and analytical skills, rather than congratulate ourselves on our ability to 
simply come up with clever ideas.

Of course, this chapter may well prompt discussion about the definition of PR. I will leave this to the academ-
ics and to be honest I have very little interest in this. We compete every day now with agencies that don’t 
care about definitions. It’s about giving client’s confidence that you have the right approach for the modern 
media landscape.
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It seems I get to write the sexy chapter then.

There are few in the communications business, surely, who relish negotiation, budget-setting, contract 
management and tackling the intricacies of achieving client satisfaction. We’re communicators, so it’s not the 
sort of stuff that puts a spring in our step.

Hold that thought though: negotiation, budgets, contracts and client satisfaction. We have four means to an 
end there – the desired outcome being sustained client satisfaction, or even delight, or amazement, at the 
results generated and the returns on investment achieved. 

So we do need, want and should even relish negotiation, budgeting and contracts, because they’re central 
ingredients in achieving happy clients and happy agencies.

I’m not saying they’ll ever be fun. But they’re all part and parcel of what we need to work towards in making 
communications – and for that read public relations in the broadest sense – better valued and a tangible 
commercial, political or personal asset, rather than an instrument of hope.

Steve Earl

You’ll learn:

• How concentrating on contract detail can forge a stronger client relationship and secure larger budgets

• Why client paperwork needs to be regularly reviewed

• The importance of negotiation as a management team skill 

CHAPTER 12

C L I E N T  R E L A T I O N S H I P  M A N A G E M E N T : 
M A N Y  H A P P Y  R E T U R N S ?
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Happiness and hope

Ouch. The H word. Yes, for me the one thing that has forced shaky foundations for the thornier elements 
of contract negotiation, investment and the mechanics by which clients engage PR agency to work on their 
behalf, has been hope.

If we’re truthful with ourselves, the world in which media relations in the pursuit of positive publicity and 
negation or avoidance of negative ink was the primary proxy, was a world based, ultimately, on hope. We 
hoped that what the agency could achieve would influence people, would build reputation and would in turn 
persuade people to try, buy, recommend or change.

There were of course many other contributing factors, not least the behaviour of the organisation or individ-
uals in the public eye. But still, when push came to shove, anyone negotiating a contract or committing to 
invest money knew, deep down, that this was a punt. They hoped positive publicity would occur, they hoped 
people would read, see or listen to it, they hoped they’d understand it and pay attention, and they hoped it 
would lead to outcomes.

To put this in perspective, the same can, or could, be said of many other organisational investments. Sales 
teams were hired in the hope they would sell things, for instance.

What goes in, what comes out

What has changed of course is the ability to correlate what goes in with what comes out. 

To determine strategy based on being able to listen harder to expressed demand, to deploy strategy in the 
form of planned activity, and to adjust as and when required to try to drive more or different outputs and 
outcomes. 

It may all sound a bit military, and the reality of course is that real life is never as clinical due to the fragment-
ed and diverse media environment and, well, life and world we live in just not being like that.

How does this all tie into how we can take a more progressive approach to the nitty gritty of client/agency 
engagement then? For me, it all comes down to being able to not assure outcomes, but to move beyond 
hope to partnerships through which definitive advantage is gained for the organisation investing the money.

Whether or not they ultimately sign off PR investments, they are responsible for them. Ask most of them 
what the purpose of that spending is and the answers are likely to severely undershoot what the agency or 
communications team is actually trying to achieve. In all likelihood, many probably still see PR as ‘making us 
look good in the media and keeping the bad stuff out’, though appreciate that changing media has put this 
in a broader context. 

The	finance	acid	test

The finance head may not be our primary client stakeholder, but they’re an important acid test of whether 
the value of more progressive and commercially-aligned communications activities is clear to the business, 
appreciated and even coveted. Getting the finance person to willingly invest more in communications 
because it’s delivering measurable advantage is a state of affairs that communications leaders and agency 
heads would surely love to come to pass.

We know media, while continuing to evolve rapidly, is now two-way. We know that the route to 
#FuturePRoofing PR, or its continued evolution into something higher-prizes, lies in the ability to better 
prove its value. And we can see, surely, that the quest for value isn’t one dimensional, that it involves the full 
circle of what we do, from audience understanding and insights to strategic development, creative ideas, 
strong execution and more commercially-attuned measurement.

Underpinning that, as a core ingredient of how we achieve client satisfaction, delight and amazement, is the 
paperwork. The stuff that binds one organisation to another in an agreement of partnership.

So that paperwork needs to not just reflect but commit to what we can achieve today, and needs to be 
reviewed regularly so that it will be able to commit to what we’ll be able to achieve in the future. 

Rather than stating that an agency will “carry out public relations services” and then list either categories or 
deliverables, we will need to move towards contracts that state not only desired outcomes but how we will 
measure them and what the financial implications are of achieving those outcomes. In doing so, we will need 
to be clearer and sharper on what investments will not aim to achieve definitive advantage but make a tangi-
ble, or even intangible, contribution towards some commercial, personal or governmental aim.

Commitments	and	confidence

Those commitments will need to be frank and pragmatic, but given they are legally binding will need to be 
made with the conviction that they are realistic and achievable. Commit at that level, and in that way, and 
budgets can then be aligned to those clear deliverables and the pursuit of definitive advantage.

Negotiation, too, will change as a consequence. The over reliance on hope has long been the Achilles heel 
of contract negotiation, along with a lack of confidence, though the two are in my view often entwined. 

Imagine, though, a negotiation environment in which the seller is committing to definitive advantage 
through clear returns on investment and the ability to chart outcomes against budgets. There is less grey 
territory to negotiate over, and the focus becomes more about the volume of money assigned rather than 
the value of different elements of activity.

The ability to commit contractually to the achievement and improved measurement of true value through the 
paperwork in turn can lead to PR services being not only a more strategic asset, but more valued over time 
and more worthy of increased investment. A lot to tackle then, and implications for practically every area that 
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W H A T  C L I E N T S  L O O K  F O R  F R O M  A 
C O M M S  T E A M

Clients can be unreasonable. They want your creativity, engagement and effort. But they want it for 
the lowest fee possible and without a long-term commitment. This may overstate the position, but 
there	is	a	clear	client-satisfaction	challenge	for	any	agency.	 If	you	don’t	really	know	what	your	client	
wants, then it’ll be hard to deliver it brilliantly.

In the best agency-client relationships, each side has a clear appreciation of the other’s skills and perspective 
and each side is clear about their shared goals. 

Over many years and in a number of roles working with a range of different agencies, from consumer to B2B 
to City, I’ve seen great success and I’ve also seen dissatisfaction and recrimination.  

I’m writing from a client perspective, so, while trying to be fair to both sides in all of these situations, I’m sure 
a certain bias will be apparent. If we all had the gift of perfect self-awareness, then the world would be a far 
simpler place.

From a client perspective using a PR agency can be a deeply unsatisfactory and stressful experience. You 
choose the agency that you liked best in a pitch situation. Then you hope fervently that they will manage to 
deliver what they promised. Why? Because in choosing a particular agency to fulfil a brief, you are not only 
investing your firm’s money but also your own personal equity in their success. Securing budget is a competi-
tive endeavour, so the client is under close scrutiny for agency performance.  

Understand the pressures that your client is under and be clear: delivering the targets is a vital part of the 

Alistair Smith

You’ll learn:

• Why agreeing shared goals is so important to the client-agency relationship

• The benefits of an honest approach to agreeing a brief and defining campaign frameworks

• How trust can create a sustainable relationship that is fruitful for both parties

CHAPTER 13
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job; so is making your client look good. 

Nail the brief

Be very clear what the client is looking for.  In my experience, a clear brief is the key differentiator between 
successful client-agency relationships and those which have not lasted. If the client cannot really articulate 
what they are trying to achieve, then they won’t know whether you’ve done a good job or not.  

It’s worth devoting considerable time to refining the brief and developing a clear action plan. And beware 
the drift towards using the agency as an overspill resource, handling low value tasks that the in-house team 
pass on. In this situation, the combination of ambiguous targets and short deadlines is toxic.

In defining the brief, be clear where you add value for that particular client. If the key assets you bring are 
contacts and an understanding of complex financial affairs, resist the temptation to try and expand into man-
aging consumer issues and creative launches, and vice versa. It can be hard for an agency to admit to areas 
of weakness, but this is preferable to undermining the agency’s credibility by providing sub-standard advice 
or delivery.  Bring a solution; introduce someone you know who fills the gaps.

Think who and how

It can be tempting to believe that the most senior person in the client company, the chief executive for 
instance, is the most important stakeholder for a PR agency. Unless they selected and briefed the agency, 
perhaps for some highly sensitive matter, then courting them to the exclusion of an in-house PR team or 
marketing department can end up being short sighted.  

The CEO has a range of commitments and demands on his or her time. Their focus will shift and while they 
want their communications advice to be of the highest quality, they don’t want advisers demanding meet-
ings when the situation doesn’t merit it. This point applies as much to their internal advisers as to those from 
outside the firm.  Be judicious about when you need to interact at the highest level, then your interventions 
will be listened to and valued.

The vast majority of the time, the CEO wants to be confident that communications issues are being dealt 
with efficiently. This allows them to focus on other matters. So he or she will want to know that the communi-
cations advisers (internal and external) are working well together.

Trust is vital

In most instances, the senior in-house communicator will be someone with whom the agency has a close and 
constant relationship. In this context, the external PR agency can provide a valuable perspective, indepen-
dent advice and challenge which the in-house communicator cannot. But the in-house communicator is likely 
to have the deeper understanding of how to get things done in the organisation and of the unspoken issues.  

Successful agencies know this and work with the in-house team ahead of providing advice or guidance to the 
CEO. In many instances, this will allow them to be more insightful or challenging than would otherwise have 
been the case.

Building trust between the in-house team and the agency is vital. A free and open flow of communication 
allows for a joint approach to any problems and identification of opportunities.  

It can be tempting to try and avoid bad news: “no one is interested in this story” for example. But maintain-
ing some sort of hope only for it to be dashed by the reality of no media coverage is infinitely worse. Your 
overly positive prognosis is likely to have been passed on to other stakeholders, which means your client will 
be embarrassed. Recriminations are almost unavoidable.

Finally, and perhaps most importantly of all: do what you said you would. I have fired more agencies for fail-
ure to deliver against their great ideas than I have agencies whose ideas were very straightforward, but who 
executed flawlessly.  

Ensure that you have the people in your team to make your ideas come to fruition and monitor the detail to 
make sure that they do. I know the pressure is on to win new clients, but don’t add to that pressure by failing 
to retain and develop those who are already on the roster.
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S T A K E H O L D E R  M A N A G E M E N T : 
N O B O D Y  L I K E S  S U R P R I S E S 

Working	in	PR	in	healthcare	is	a	highly	challenging	but	equally	rewarding	role.	The	NHS	is	large,	
complex and one of Britain’s most cherished brands. It brings with it a multitude of internal and exter-
nal	stakeholders	–	all	of	which	require	attention	and	investment.  

The intricacies of these stakeholder relationships need careful management, dedicated time and appropriate 
resource to create ongoing, meaningful dialogue and must be navigated wisely with strategic counsel.  

For me, it epitomises what public relations is all about: ‘the planned and sustained effort to establish and 
maintain goodwill and mutual understanding between an organisation and its publics’.

What does good stakeholder management look like in a world with countless and ever growing channels for 
communication and a myriad of audience groups with whom to connect? My top ten lessons are transferable 
to any industry or sector and to any team or individual practitioner, whether in-house or agency, and will be 
at the heart of successful strategies for years to come. 

1.	One	size	does	not	fit	all 

It sounds simple, but don’t underestimate the importance of detailed stakeholder mapping. Take time to 
segment and understand every audience with an interest in your business, product or service.  

Each will require a tailored approach to help build effective two way relationships. Be thorough and think 

Liz Davies

You’ll learn:

• How to define stakeholders and develop a structure for meaningful engagement

• Why taking personal responsibility for finding answers to opportunities and challenges is so important

• How consistency and timeliness of message can build trust and influence with those who matter 

CHAPTER 14
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internal, external, local, national and international. This goes for staff too – how we engage ‘doctors’ (junior 
doctors, hospital consultants and GPs) is very different and tactics should be adjusted accordingly.

2. Understand what stakeholders think

What do your stakeholders think about your brand? If you can’t answer this question easily and with confi-
dence then it’s time take a step back.  

All too often we jump straight in with the ‘how’ without thinking strategically about ‘what’ we are trying to 
achieve. Carrying out benchmark research and regular perceptions tracking amongst stakeholders is vital to 
understanding how people think and feel towards your business and, crucially, whether or not your PR strate-
gy is working. This requires continual investment and advocacy from the top.

3. Establish regular cycles of engagement 

Successful organisations have regular and established processes for engagement with all stakeholders and 
embed these as part of routine business. Cycles of engagement will differ depending on the audience, but 
once expectations are set they should be stuck to no matter what - even when there is no news to share.  

The very act of engagement signals your commitment to the relationship and the stakeholder’s importance 
to the organisation. It builds trust so that when questions do arise, people will come to you directly for 
answers, rather than feed any rumour mill.  

4. Encourage continuous feedback 

Giving people the opportunity to feedback (and encouraging them to do so) will keep your business at the 
forefront of its industry or sector.  

Whilst some leaders may fear the unknown and potential for negativity, the smartest will harness the collec-
tive capability of stakeholders to spur innovation and creativity.  This requires both formal mechanisms (see 
#3) and informal channels (see #6).  

In a world of openness and transparency its far better to understand the good, the bad and the ugly about 
your brand as it unfolds and address any issues as they arise.    

5. Timing is everything 

For feedback to be effective it needs to be channeled in the right way and at the right time in order to 
inform strategic conversations. Creating a culture and environment in which stakeholders are able to influ-
ence at the highest level is important, but as PR practitioners and custodians of stakeholder relationships, 

we should instinctively know what needs escalating outside of routine business and equip our leaders with 
timely intelligence.   

6. Take time to talk 

In our busy lives of instant communication, 24/7 connectivity, competing business demands and day-to-day 
deadlines, remember it’s good to talk! Most of us are guilty of being smart phone addicts and use a plethora 
of technology to connect and share information but let’s not lose the art of conversation.  

Taking the time to get to know your stakeholders personally and understand the issues that matter most to 
them will pay dividends when the going gets rough. 

7. DIY and accountability 

Ever feel bombarded with questions and no-one seems to know the answer? In times like this there’s a case 
for strong DIY and taking accountability for reaching out to your client, or different parts of your organisa-
tion, to understand the nitty gritty detail. Don’t think someone else will sort it – they won’t. By unpicking 
and answering tricky questions from stakeholders, we can gain real insight into issues that were previously 
oblivious and advise leaders accordingly.  

8. Live your brand values 

Whether representing a client or working in-house, how we interact with stakeholders on a daily basis should 
reflect the values of the organisation represented. We are in the business of reputation and should set stan-
dards for those around us to follow, viewing stakeholders as critical friends who can help businesses evolve 
and grow.  

In doing so (applying DIY when necessary), PR practitioners very quickly become the ‘glue’ that sticks organi-
sations together, breaking down silos between teams and responding to stakeholders’ needs as they arise.

9. Nothing stands still 

Nurturing stakeholder relationships is a continual process which should be reviewed and refreshed in line 
with business strategy. A new venture, service or product launch, or unexpected event, will bring a whole 
new array of audiences to consider, as well as new questions from existing stakeholders – what does this 
mean and how will it affect me?  

Not only do audiences change but so do the tools with which we communicate and engage. In fact, the only 
constant IS change and only by equipping ourselves as PR professionals to embrace and effectively manage 
change will we bring stakeholders with us. 
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10. Remember nobody likes surprises 

The golden rule to live by on a daily basis – nobody likes surprises – not even the good ones!  

Whether you are planning exciting developments or dealing reactively with an escalating situation, make 
sure stakeholders hear about it directly and in a timely way. Being on the front foot and geared up with 
processes to disseminate urgent briefings is critical and we are often the conscience of the organisation, 
thinking through the consequences of business decisions. Making sure people feel ‘in the know’ whatever 
the position will reap benefits for the brand in the long-term.  

Liz Davies MCIPR is Marketing and Communications Manager at Northumbria Healthcare NHS Foundation 
Trust. A passionate advocate of the NHS, she joined the healthcare industry in 2009 after starting her career 
working in agencies in Yorkshire and Newcastle.  A multi-award winning professional, Liz sits on the North 
East CIPR Committee and was awarded the CIPR’s Outstanding Young Communicator in 2012.

Twitter: @LizzlyDavies
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Alex Myers

You’ll learn:

• How to use tools to budget and resource appropriately

• Two key reasons agencies fail

• An alternative way to budget other than by hourly rate

B U D G E T I N G :  W H Y  T H E  T I M E  H A S 
C O M E  T O  L O O K  B E Y O N D  H O U R S

The public relations industry is kneecapped by one thing and one thing alone. We need to learn how 
to budget like consultants rather than cleaners. Or from an in-house perspective, how to budget like 
the integral cog in the machine we are. 

Our ability to understand (and therefore charge for) the value of an idea is the proverbial elephant in the PR 
agency boardroom. 

The price is not always right 

Budgeting, on the face of it, is about estimating costs and getting that right. 

Your budget – before being about profit and loss – is about creative parentheses. It steers the creative 
process. As such, you need to value it and place it front and centre of the planning process.

Too often, a budget is based on £ signs. Have you ever fine-tuned a budget with the reasoning of whether 
the total sounded too much or too little? 

Although I always attest that gut-instinct is big data for the little guy, looking closely at what makes up those 
££s and not allowing the picture to be clouded by if it sounds a good deal or not, is the key to balancing 
value and quality.

CHAPTER 15
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Democratise the budgeting process

Use a resourcing tool to predict fee, rather than a spreadsheet. The latter can too often result in post ratio-
nalising a figure you’re happy with (we’ve all done it). 

Coupling budgeting with resourcing has the added benefit of ensuring team capacity matches workloads, as 
well as provides more realistic time estimates for work. 

We use Forecast, made by Harvest, to predict resourcing but also to plan budgets. Involving account manag-
ers and account executives in plotting out a campaign, as well as a senior team member, ensures time plans 
are more accurate but also gives the whole team a sense of responsibility for matching the work delivered 
with the budget. 

Technology allows for more accurate and agile forecasts

As client requests inevitably come in during a campaign, tweaks are then made to our Forecast prediction, 
and in the project dashboard of Harvest we can see how those changes might carry a project over budget (in 
combination with time already spent). 

This thin red line is integral to adjusting work to the budget, or indeed the budget to the work. We are 
experimenting with giving clients complete transparency and access to our time reports and forecasting 
within Harvest – and it’s working in our favour. 

OCD: Overservice Compulsion Disorder

Essentially, by making budgeting and resourcing intrinsically linked, you’re less likely to face the curse of 
over-servicing – and when you do, at least you know the source of the problem as it happens (or even in 
advance) so you can deal with things. 

As an agency you will fail commercially because of only two things: over-servicing, or being shit. I can’t help 
you with the latter, but there’s no excuse for not paying attention to the former until we find an alternative to 
billing by the hour.

Delivering consultancy, but charging like a parking space

Plotting time accurately only deals with half of the problem. For too long our industry has at once decried 
the reliance on measuring outputs, while blushingly clinging on to them for budgeting purposes. It’s a hypoc-
risy we all turn a blind eye to. 

At the end of the day, it’s easy to say what a press release costs your business to produce. Or indeed how 
much an account executive costs for three hours. It’s not easy, however, to state (or even know) the value 
your idea brings to a brand. Yet that is what everyone – from internal stakeholders to external clients – are 
buying.

The key for the future of PR is not simply to predict and measure resource requirements better, but to reject 
the hourly-rate myth outright and start from scratch by building a new budgeting process from the ground 
up. If our industry can unshackle itself from the confines of hourly rates (and realise we are charging for 
consultancy not parking spaces), we are saved.

Results-based budgets are agile budgets

At Manifest, we recently introduced a separate department for forward-thinking campaigns for agile start-
up businesses, whereby we are not simply testing out new communications strategies for brave challenger 
brands, but also new ways to budget for and service them. 

By first undertaking research into the potential of a brand, we look at the commercial success a campaign 
might bring and budget according to that. 

There’s no mark-up on third party costs, there’s complete transparency on both sides and this delivers a 
unique working relationship whereby both parties are focused on the work. It’s called Naked & Famous.

Analytics, rather than measurement

Through Naked & Famous, we have replaced traditional campaign measurement with campaign analytics, 
watching the impact of the campaign (sometimes in real time) through web tools and often adjusting the 
budget accordingly to dial up or down results – around which our fee is calculated – just as other digital 
marketing disciplines like PPC or SEO might. 

As always, the budget adjustment relates to the success (whatever the key quantifiable KPI might be) of the 
campaign, which in turn gives us creative capacity through either hours or additional costs to amplify the 
campaign further, or indeed dial down our future resource if the results do not correlate as predicted. 

Surprisingly, the resistance to this way of budgeting a campaign most often comes from the brand – either 
because it demands access to business data and insight they are uncomfortable with handing over, or 
because although they are happy to pay less for results being less impactful than predicted, they are less 
happy agreeing to increased costs for results that smash the targets out of the park. 

Just as agencies and internal teams need to evolve, they need to help those commissioning the work to 
break free from the traditional structures and stereotypes also.

How do you charge for awesome?
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This all creates a more agile environment built on a solid strategic campaign foundation. For Naked & 
Famous clients, we budget for strategy separately as a one-off start up cost that incorporates both time and 
intellectual property. We literally charge by how awesome the campaign concept is. 

If the strategy is right, the campaign will work. If it’s working, you can measure it. If you can measure it in 
a real time, the execution budget itself becomes real time and is evidently paying for itself as it goes. And 
nobody questions the cost of the strategic thinking up front. 

As long as nobody is inflicted with the glass ceiling of ‘we said it would take us X amount of time’ we also 
open ourselves up to using all manner of tools, services or outside expertise to enhance results over the 
course of the campaign, with the client remaining laser focused not on an hours breakdown, but on a final 
result. 

And because we are being paid for the central idea, it is delivered with the care and sophistication required 
to create a genuine catalyst for success and long term brand value.

A budget is about giving the work a chance

Our industry must place the emphasis back on the work. 

The future of communications depends delivering exceptional results, born from exceptional ideas. You 
cannot automate ideas, and they will always deliver better, sustainable results than anything that can be 
automated. 

Our industry at its best marries art and science, so it’s important we look to technology to help us measure 
the impact and significance of art and the élan of our great creatives. Otherwise people outside our industry 
will believe what we do can be matched by an algorithm and a dash of AI. 

And worse still, shit agencies owned by people searching for profit over purpose and manned by unpaid 
interns, flogging pre-packaged tactical ideas of floating giant things down the Thames, will continue to 
dominate. Nobody wants that.

Alex Myers is Founder and CEO of Manifest London and Manifest New York. A multiple award-winning 
creative communications consultancy, Manifest was built as a result of the changing shape of the media, the 
changing role of brands and the changing demands of their audiences. 

Twitter: @AlexMyers 
Online: www.manifest.london

https://twitter.com/alexmyers
http://www.manifest.london
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M E A S U R E M E N T  A N D  E V A L U A T I O N

Pounds and pence, that’s what measurement for the C-Suite comes down to right? No, not really - the 
success of a communications programme can go way beyond the bottom line.

Selling PR results

I don’t know of a PR professional that’s not heard the infamous words ‘I need you to sell this coverage to the 
board’.  

Pages of graphs, charts and guff analysing share of voice and message cut through are diligently churned 
out by the PR team, only to be given a cursory nod in the board meeting and forgotten about by the time 
the posh biscuits are served.

The idea that PR results need to be sold in order to register in the board meeting is a concept that doesn’t 
sit right with many in the industry. Results should speak for themselves because they are measured and eval-
uated in a way that makes them impactful, relevant and useful without having the lipstick applied.

If your PR team spends the last week of every quarter or the last few days of every month frantically win-
dow dressing results in a bid to apply the right amount of polish then stop. Take a deep breath, pick up the 
phone and suggest that things need to change.

In short, if you need to ‘sell’ your PR results, then the way you measure and evaluate the work you’re doing 

John Brown

You’ll learn:

• Why public relations practitioners need to change how they measure and report

• The key principles behind best practice and evaluation

• How to align campaign objectives and outcomes with organisational objectives and report in a way the 

C-Suite understands

CHAPTER 16
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needs to evolve.

That change may involve completely readdressing the purpose of the PR programme.

What’s the point?

Why bother with PR? It’s an important question and one that doesn’t get asked enough either by in-house 
executives or agency teams. We should all ask ourselves, regularly, why are we doing this PR programme?

By challenging the reason why we do something we should, provided there is a reason, discover our 
purpose, goals and objectives. 

Luckily, a bunch of clever people in Barcelona, and more recently in a spare room at Ketchum Towers in 
London, have spelled out how we can set ourselves goals and objectives that link to an overall purpose.

I couldn’t get very far in writing a chapter on measurement without first patting the Barcelona Principles on 
the back. So here are the ‘seven commandments’.

Fig 1. The Barcelona Principles

2010

1. Importance of Goal Setting and
 Measurement

2. Measuring the Effect on Outcomes is 
Preferred in Measuring Outputs

3. The Effect on Business Results Can and 
Should be Measured Where Possible

4. Media Measurement Requires
 Quantity and Quality

5. AVEs are not the Value of Public Relations

6. Social Media Can and Should be
 Measured

7. Transparency and Repeatability are
 Paramount to Sound Measurement

2015

1. Goal Setting and Measurement are Fundamental 
 in Communication and Public Relations

2. Measuring Communications Outcomes is 
 Recommended Versus Only Measuring Outputs

3. The Effect on Organizational Performance Can 
 and Should Be Measured Where Possible

4. Measurement and Evaluation Require Both 
 Qualitative and Quantitative Methods

5. AVEs are not the Value of Communications

6. Social Media Can and Should be Measured 
 Consistently with Other Media Channels 

7. Measurement and Evaluation Should be 
 Transparent, Consistent and Valid

However, perhaps the most important, and often overlooked, principle is the first one around setting a clear 
goal and underpinning that goal with useful objectives. 

Give your communications programme a purpose. A purpose that resonates with the business as a whole, 
not just the finance team or the media relations team. This purpose might not even become apparent in the 
‘brief’. 

But if you want to avoid the situation of being sat on a Chesterfield chair in a dusky boardroom being asked 
‘what’s the point in you?’ then getting your purpose and your goal nailed and agreed at the start is a big 
step towards measurement and evaluation success.

From there we can start putting in place the right measurement practices. But it takes two to tango.

Show me the money

Right at the start of this chapter I said it’s not all about pounds and pence when it comes to measurement. I 
truly believe that. But there is a conversation around cash that needs to be had with the senior executives of 
businesses. That conversation is around investing in measurement.

For too long communications professionals have been asked to pull rabbits out of hats when it comes to 
analyzing the success of a comms programme or campaign. Frankly, the ‘C-Suite’ needs to put some skin in 
the game. What’s more, we shouldn’t be afraid to ask for investment.

Principle 4 of the Barcelona Principles suggests that qualitative and quantitative methods of measurement 
should be employed in order to achieve effective evaluation. That comes down to investing in benchmarking 
and proper market research as well as coverage counting and message analysis. 

At the start of the campaign or comms programme, sit down with the primary stakeholders, lay out your 
shiny and relevant purpose and have a frank discussion as to what investment can be made to monitor the 
progress of the work.

Oh and please make sure that at that meeting there’s more than just PR people present. Communications 
goes further than the four walls of the marketing department.

Moving from sales to business

Communications professionals have a privileged role in that the work we do spans across every aspect of 
an organisation. From sales through to HR and beyond, our skills can be applied in more diverse ways than 
almost any other role. 

Yet when it comes to measurement we have become myopic. In a desperate bid to try and align ourselves 
with what we think the C-Suite is interested in, money, we ignore the rest of the great work we are doing. 
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A CEO doesn’t just spend his or her time in the company vault counting gold coins. They have a responsibil-
ity to steer their business towards success on a number of different fronts. From the welfare of their employ-
ees through to the impact they have on society.

Communications programmes should have a purpose that can touch on different aspects of the business and 
as such we should be looking at how we can measure the impact of our work across different facets of the 
organisation.

We have a bunch of tools at our disposal. From something as simple as an internal staff survey that measures 
the sentiment and awareness of a PR campaign periodically, through to something more complex in the form 
of customer surveys and scorecards. The point is, we have a responsibility to spot the different stakeholders 
affected by our communications work and measure the impact it’s having on them. 

A communications programme report that goes beyond coverage numbers and share of voice in the media 
to covering employee sentiment, customer loyalty and recruitment success will be a far more useful docu-
ment to the C-Suite. 

What’s more a report such as this, provided the results are appealing, could be your ticket into unlocking 
more budget for communications and getting a seat at the board room table. 

Putting pounds behind Tweets and coverage

Don’t do it.

That’s it. 

Just don’t.

Final thoughts

There is plenty of guidance out there on how to measure and evaluate communications programmes. The 
trick is to have the courage to stop old practices and move into new territory. 

If we spent half as much time thinking about measurement as we do about what to next float down the 
Thames then we’d be all enjoying a measurement and evaluation golden age. 

Of course, some of those older metrics should and must be measured, but not in isolation. 

If we want to look a board room executive dead in the eye and with confidence present the value of the work 
we’re doing then we need to do the following:

• Showcase a clear purpose that maps onto the organisation
• Have the right blend of qualitative and quantitative metrics 
• Prove the value of what we do goes way beyond the bottom line and in fact lies at the heart of the 
 organisation as a whole
• Don’t try and convince a CFO that a tweet is worth £2 in revenue
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John Brown is first a dad to his little boy, Freddie and husband to Lois and second head of engagement at 
Hotwire. He tweets about food, Turkey and train cancellations from @brownbare.  
 
Twitter: @brownbare
Online: www.hotwirepr.co.uk

https://twitter.com/brownbare
http://www.hotwirepr.co.uk
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T E C H N O L O G Y ,  T O O L S  A N D  W O R K F L O W : 
M A K I N G  S E N S E  O F  T H E  M A Z E

Work smarter, not harder – that’s what they say. But there’s hard work to be done when determining 
which	technology,	tools	and	workflow	are	right	for	you	and	the	organisations	you	work	for	before	
the smart work can begin.

As public relations professionals there is an extensive menu of tools to choose from, covering all aspects 
of the job. From research and content creation to project management and measuring success, there exist 
tools that make our lives easier, and help us achieve impressive campaign results.

Why, then, does it still feel like a battle to use them to implement smarter workflow in our teams? 

Despite advances in technology and the evolving role of PR there are still obvious pitfalls that many comm’s 
teams, in-house and agency, fall into when it comes to work practices.

The	first	step

We forget our industry has done it before – sending press releases in the back of taxis was once the norm. 
We embraced email as a primary form of communication (some may say to the detriment of our relation-
ships), and AVE was once considered the best way of presenting our value to our clients. So why the 
hesitation?

Tight budgets, lack of team support, the fear of technology replacing rather than enhancing PR roles and a 

Angharad Welsh

You’ll learn:

• Why it’s important to map out workflow

• The type of tools available to public relations practitioners

• How to resource different work tasks appropriately 

CHAPTER 17
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crowded tool market place are all valid traps for PRs looking to re-evaluate how they work. It’s time to untan-
gle the web.

Designing	and	implementing	workflow

When starting a new job or freelance project there is often a learning curve when it comes to processes and 
workflow. A fresh pair of eyes on a system that has likely been in place for too many years is never a bad 
thing, but how can you implement something new?

Employers and clients like three things – saving money, saving time and ROI.

Technology exists to help with all three, but it takes a savvy comms professional to take on an outdated work 
model and address the obvious ‘pain hooks’ in their organisation.

Ask yourself one simple question – where, and how, are you failing? Don’t just look at the big things either. 
Even the smallest change can have a knock-on effect in a business. Designing your own workflow takes time 
but it’s also very liberating.

For example – a common agency problem comes when pitching for new business. Prospective clients are not 
always great at providing solid briefs for teams to work on. If you win the business, but the brief has changed 
there lies a potential future problem with client expectations vs agency reality.

FINN Public Relations in Brussels turned this process on its head when streamlining its workflow. It now grills 
the client and writes the brief itself, along with the deliverables the team will use to achieve the desired KPIs. 
It’s only when the client signs off the brief that work will start. This collaborative approach gives FINN more 
control and eliminates any pain further down the line by avoiding deliverable errors.

By changing the way they think about the briefing process, FINN was able to address the problems identi-
fied in workflow. No extra budget required, simply a change in perspective. 

What’s out there?

Changes of perspective may be free but it’s likely you’ll need to invest in technology to really make a differ-
ence. Once you have established what pain needs fixing you can decide the tools and technology you need 
to go about doing it.

Loosely speaking, comms tools fall into one of four categories:

1.     Social listening, identifying influencers and planning – e.g. FollowerWonk, Bluenod, BrandWatch
2.     Content creation – e.g. Hemingway, Google Suggest, Flipboard
3.     Relationship building and project management – e.g. ResponseSource, Asana, Google Goals
4.     Measurement – e.g Talkwalker, Muck Rack, Locowise

All tools should offer a trial period so you can get a feel for them, some like Google are completely free and 
many will operate a ‘freemium’ model with certain useful features available without cost.

Begin at the end

To unravel the mass of technology and tools available the key is to start at the end.

Using a campaign as an example, goals need to be agreed. Establishing what success looks like will give you 
a clearer understanding of what measuring tool(s) you need to evaluate it, what project management tools 
you need to keep things on track, what content creation tools need to be able to do for you and how you 
might identify the influencers you will push that content out to.

Of course there is crossover – a social listening tool like Talkwalker can also be used as a planning, influencer 
identifying and measuring tool depending on your goal. However, it is not an obvious content creation tool 
and definitely not able to push messages out to the target audiences it identifies.

We’ve yet to find that one tool that does it all, and does it well, which explains why Talkwalker recently 
announced a partnership with Hootsuite to incorporate a social media management element into its offering. 
A smart move and one that is sure to win them more fans.

However if you prefer Buffer to Hootsuite as your social media management tool of choice, what then? 

Certainly Buffer has analytics available to users, even those on the free level, but it doesn’t compete with the 
insights available from something like Sprout Social, for example.

With an arsenal of tools at your disposal, and budgets to think of, it’s important to get the right blend for you 
and your team.

Like any new habit it takes while for a new system to become the norm but give it time and the results 
should speak for themselves. If not, take another look at the system and see where things are slipping 
through the cracks.  

Think	significantly

In his book #SignificantBrands: From Survival to Significance, Jeremy Waite recalls the model he created 
while working at Phones4U. Inspired by the Pareto Principle (80% of the effects come from 20% of the 
causes) he decided to streamline his team’s workflow.

Faced with what may have seemed like an overwhelming task, Jeremy created a 60:30:10 rule at Phones4U, 
one I believe he still uses in his role at IBM today. He decided that of the time he had available for everything 
on his list:
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• 60% would focus on what matters most (today)
• 30% would address and review medium range (achievable) goals
• 10% would be devoted to anything goes big ideas

What does that look like in the real world? Jeremy shared an example of his own, but to show how adopt-
able this process is I’ve put together the following:

If I had 100 hours to tackle a crisis situation, 60 hours would be spent agreeing and sharing messaging for 
the press and the public on social media, 30 hours to evaluate the response and sharing reports with key 
areas of the business and 10 hours updating the crisis manual with learnings for next time.

Have a go at applying this to one of your tasks, adapting as you need to, and see if you find a smarter way of 
working.

“If you do what you’ve always done, you’ll get what you’ve always gotten.”

The internet tried to attribute this gem of advice to no less than five different people, so I’ll just borrow it for 
the time being. In my judgement, there’s no better way to think when it comes to evaluating and redesigning 
your workflow.

The technology exists, projects like Stephen Waddington’s #PRstack [1] community and Prezly’s guide of 
140 PR tools are both testament to that. It’s the willing, budgets or confidence that appear to be lacking.  

Technology means comms teams no longer need to work in isolation within their organisations and can oper-
ate at a more strategic, overarching level. We should embrace the freedom and flexibility these tools offer us 
and the insights and data we can utilise from them at every level of the communications process.

Strategic evolution is what will make us #FuturePRoof.

Angharad Welsh is a former broadcast and magazine journalist working with global healthcare and environ-
mental clients at Gravitas PR in Cheltenham, UK. She contributed chapters to both My #PRstack: A Practical 
Guide to Modern PR Tools and Workflow books and writes for The Independent and The Cheltonian. 
Angharad is keenly interested in communications workflow, brand psychology and is a passionate supporter 
for ethics and gender equality reform in the industry.

Twitter: @Welsh_PR 
Online: www.angharadwelsh.co.uk

Sources

[1] https://prstack.co

https://prstack.co/
https://twitter.com/Welsh_PR
http://www.angharadwelsh.co.uk
https://prstack.co/
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Scott Guthrie

You’ll learn:

• About some of the best tools for creating efficiencies in everyday practice

• How to avoid the public relations function being replaced by a robot

• How to use automation to be more human

#FuturePRoof CHAPTER 18

Today’s overstretched PR practitioner needs to do more than create effective outcomes. She must also 
be	economical	and	efficient	with	resources.	Building	automation	into	the	PR	workflow	can	harness	all	
three Es.

Better writing through automation

Albert Einstein said "If you can't explain it simply, you don't understand it well enough." When writing for 
clients and employers it’s easy to become bogged down with jargon.

I’ve often thought there should be a PR tool which combines the Flesch-Kincaid [1] reading ease test with 
both a grammar hammer and a jargon buster. Until that invention arrives try combining

1. Grammarly 
2. Hemingway 
3. PRbuzzsaw 

Grammarly [2] is a proofreading and plagiarism-detection resource. Use it to check you’re following over 
250 grammar rules. And that your content is original.

The Hemingway Editor [3] cuts the dead weight from your writing. It highlights wordy sentences in yellow 
and more egregious ones in red.

https://readability-score.com/
https://www.grammarly.com
http://www.hemingwayapp.com/
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Hemingway helps you write with power and clarity by highlighting adverbs, passive voice, and dull, compli-
cated words.

PRbuzzsaw [4] is a free PR tool. It automatically hacks jargon out of content. Terms like repurposing, best-of-
breed, mission-critical, value-added, and business development lifecycle all get captured.

If this, then that

Computers are well suited to working with repetitive tasks. IFTTT [5] is another free tool which works with 
task triggers. It stands for ‘If this then that’. I use the recipe-based tool in three ways:

1. Backup content whenever I post to www.sabguthrie.info [6] my content is automatically backed up in 
Dropbox [5]. I use a separate recipe to turn the blog post into a print-friendly PDF version [7], too.

2. Show my working I’ve elected to share my current thinking in short, unpolished posts [8] and by 
uploading whatever I’m reading; my influences, references and inspirations. I do this on Tumblr [9] where 
I’ve set up a series of IFTTT recipes to automatically post anything I save in Pocket [10], anything I favourite 
on Twitter and anything I share on Facebook. It’s become a reference library for current thinking.

3. Increase engagement We know that Twitter should be about engagement through meaningful participa-
tion not simply broadcasting links. I’ve used IFTTT to build a Twitter list of everyone who has retweeted me. 
This allows me to concentrate more of my attention on the people who are already engaged with what I’m 
Tweeting about.

I also use IFTTT to understand a topic better. By creating a list based on a hashtag I can listen in to everyone 
who’s talking about a particular topic, learn from them and participate when I have something relevant to 
add.

Give journalists what they want

Media databases have a poor reputation. For PR practitioners they always seem out-of-date. For journalists 
their pricing structure promotes ‘spray and pray’ distribution resulting in journalists complaining about being 
bombarded by hundreds of unsolicited and off-topic press releases.

Deep down we all know that effective press releases are those sent only to a handful of journalists. The more 
tailored the higher success rate.

If you are going to use a media database, select one which drills down to tell you what a journalist has actu-
ally written about in the last 90 days. Not just what news beat they cover.

Media monitoring companies with media database offerings have the ability to automate the extraction of 

journalist contact details and subject matter from all content they monitor.

This provides a double-whammy. The database is kept clean. Plus professional communicators can search 
for anyone who has written about a subject regardless of the topic they cover. They can then interrogate the 
sentiment of the coverage. Was the journalist favourable to PR's client position?

Computer algorithms and natural language generators

Since at least the industrial revolution there have been bouts of fear over automation. Automation angst 
usually homes in on the substitution effect. That the robots are coming and they’re taking your job. There is 
a lot of noise at the moment about the high volume of machine-written news content and the negative effect 
this will have on the public relations industry.

Algorithms and natural language generators aren’t new. The Associated Press, a major American news 
agency, has been using Automated Insights’ Wordsmith [11] platform since mid 2014.

Wordsmith’s algorithm creates around 4,500	financial	reports	per	quarter	[12], fifteen times more than the 
300 quarterly earnings reports the news agency produced manually.

Forbes uses Narrative Science’s Quill [13] for research reports. The Los Angeles Times uses Quakebot 
[14] to extract relevant data from the US Geological Survey report about sizable tremors and plug the data 
into a pre-written template.

The size and complexity of the big data created all around us is best suited to artificial intelligence rather 
than human intelligence to organise, give it purpose and turn it from data into information.

In the instance of financial reporting does this mean that corporate affairs roles will be replaced rather than 
optimised by algorithms? No.

PR practitioners add value to information elevating it to knowledge through critical thinking and contextu-
al intelligence. Information becomes knowledge through the PR practitioner’s skill at making it productive, 
actionable and meaningful, turning it into knowledge through a process of interaction and collaboration. It 
is a dynamic process related to the needs and purposes of the people who create it and those who use it - 
organisations and their publics.

Using algorithms for press releases

The PR services industry is also trying to find uses for algorithms. Commercial newswires are looking at ways 
to automatically extract the who, what, where, when, why and how from hundreds of press releases each 
day and repackage them into journalist-friendly, neatly-packaged summaries. This would add value both to 
journalists and to the PR professional.

http://www.prbuzzsaw.com/
https://ifttt.com/
http://www.sabguthrie.info/
http://www.printfriendly.com/print/v2%3Furl%3Dhttp://sabguthrie.info/2015/09/05/pushing-the-pr-industry-to-adopt-the-barcelona-principles/
http://shortthoughts.co/post/126699333173/biz-short-thoughts-communicators-need%2520
http://shortthoughts.co/
https://getpocket.com/
http://www.theverge.com/2015/1/29/7939067/ap-journalism-automation-robots-financial-reporting%20
http://www.theverge.com/2015/1/29/7939067/ap-journalism-automation-robots-financial-reporting%20
http://www.poynter.org/news/mediawire/315931/robot-writing-increased-aps-earnings-stories-by-tenfold/%20
http://www.forbes.com/sites/tomgroenfeldt/2013/09/05/lots-of-data-one-analyst-many-reports-narrative-science/%20
http://www.slate.com/blogs/future_tense/2014/03/17/quakebot_los_angeles_times_robot_journalist_writes_article_on_la_earthquake.html
http://www.slate.com/blogs/future_tense/2014/03/17/quakebot_los_angeles_times_robot_journalist_writes_article_on_la_earthquake.html
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Just because we can doesn't always mean we should

Those all-you-can-eat Chinese buffets. More a challenge than a meal. Not how much you like but how much 
it’s possible to eat for the set price. The same warning is true with automation.

Use automation for the heavy lifting. To increase your efficiency, economical use of time (and other scarce 
resources) and to create effective outcomes.

Use automation to increase the amount of time you have to be human. To add value through contextual 
intelligence, critical thinking, collaboration and participative, two-way communication.

It's a commercial imperative that as PR practitioners we both automate AND preserve our intellectual edge. 
PRs who don't automate will be left behind. Those who rely upon automation as a crutch will be financially 
squeezed in the race-to-the-bottom.
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[6] http://sabguthrie.info/
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[9] http://shortthoughts.co/
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on_la_earthquake.html

Scott Guthrie is a progressive and results-driven communications specialist. He has more than twenty years 
experience assisting companies within the business intelligence and financial services industries creating 
positive business environments and navigating reputational challenges. Scott believes placing purpose at the 
heart of business is the only sure-fire way to thrive in business. He writes regularly about communications, 
change and creativity at www.sabguthrie.info.

Twitter: @sabguthrie 
Online: www.sabguthrie.info
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W H A T  V A L U E  D O E S  P A I D  M E D I A 
H O L D  F O R  T H E  P R  I N D U S T R Y ?

Is paid worth the investment of skill development and new hires or is it an area of marketing that PR 
professionals will never lead?

At the time of publication, paid media is one of the hottest PR topics of 2015 at PR conferences and online 
alike. It’s been highlighted as the new skill-set we must hire in and an area of marketing we just can’t ignore 
as PR professionals.

But with established digital agencies boasting years of experience in paid media platforms and tools, is it 
really something we can just add to our service offer and an area we can seriously compete in?

The objective of the PR industry is to relate to the public so we should always be finding the right ways to do 
that. 

Whether it’s through editorial reading, content appearing in Search results or experiential engagement; all 
connect with our audience and if there are ways to amplify that connection and conversation, we should 
explore and master each one.

Paid media does just that. It allows us to get a message to a very targeted audience…quickly. If that 
message is attached to useful and engaging content and it’s relevant, it’s also likely to reach a large audience 
at a reasonable cost. 

Some elements of paid also provide an innovative way to communicate with online influencers. Both Twitter 

Stella Bayles

You’ll learn:

• Why public relations practitioners need to embrace paid media

• The areas of paid media public relations professionals shouldn’t attempt

• A step-by-step guide to the paid, earned, shared, owned (PESO) model

CHAPTER 19
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and Facebook allow us to add individual influencer details into ad targeting for example, so we can tailor 
and personalise ads. This is just one example of how paid can be used for influencer relations and it certainly 
beats another generic emailed press release! 

Bearing all of this in mind, PR professionals would be mad to ignore to paid, however there is one note of 
caution - we should remain clear on where our talent and objectives are best placed.

Areas of paid media PR shouldn't attempt

Paid media has the ability to be a very powerful sale and lead generation channel and this is an area that 
takes a great deal of analytical skill and knowledge of platforms. 

I’ve had the pleasure of working with a talented paid media team. They were sales driven and knew how to 
read and segment big data. They had their full time attention on new platforms and knew how to use them 
for acquisition and re-targeting. 

Tasks such as getting products listed on Google Shopping to deliver sales, understanding retargeting ads 
and using programmatic advertising based on users’ online behaviours, all demand a huge amount of 
insight, planning and strategy. 

PR professionals don’t have the time to learn and manage this type of work and the majority don’t have the 
right skill-set either. Plus, if we hired the skills in, it would take years to build a team to compete with the 
established, paid media professionals.

But that doesn’t mean there isn’t value in paid for PR. 

The big opportunity

What the traditional paid teams lack is the ability to produce creative editorial content, truly understand the 
power in messaging and build relationships with influencers. These are the skills of PR professionals and 
those needed to make paid content seeding really work. 

There is a big opportunity for PR professionals to expand their service line to include paid seeding and fully 
integrate it with PR campaigns. 

With the right KPIs and measurable business impact there are sizeable budgets waiting for the teams able to 
deliver this.

Strategy will deliver business results

The way to achieve real business results is by setting clear KPIs and a well thought out strategy. Without 

strategic order to how we organise owned content, earn influencer recommendation, gain shares and run 
paid amplification we’re in danger of ending up with just a list of trendy tactics and no real business results. 

Introducing paid seeding and amplification to PR requires strong audience insight and strategic planning. 
We must use our skills in owned, earned, shared and soon to be paid to re-work the order in which we use 
the channels to build a strategy for business impact.

Based on my past experience of leading a team with PR, content, social and paid experience I found a 
winning approach that works in every industry, no matter what paid seeding tactics you’re using. 

The following three steps outline how to use a PESO framework in order to generate both short-term aware-
ness and long-term business impact.

The PESO approach for PR

#Step one. Start with owned content

Without engaging, creative content paid seeding just won’t work. Content must be at the heart of the 
strategy. It’s also important to drive any amplified interest and especially shares back to your client’s owned 
content. 

Although it can often be tempting to use micro-sites for PR campaigns for quick sign off, you won’t be 
harvesting any long-term business gain from temporary sites so build in the contingency time and use the 
existing resource. 

Google decides where to place content in search results by the amount of recommendation it has i.e. people 
talking about the content socially and editorial coverage linking to it. 

By adding your campaign content to your client’s main website, you will automatically pick up the strength of 
their established site which will in-turn increase your chances of visibility in Google. 

In addition, as your content is shared Google will see this as a recommendation of the whole site. It will, 
therefore, improve the whole of your client’s content visibility in search results - not just your PR campaign 
content. 

So, thousands of people are more likely to find your client on Google as a result of your PR campaign 
content.

#Step two: Amplify your owned content to encourage shares

Paying to amplify your content out to your target audience will get the campaign message out there quickly 
but more importantly it will kick-start natural sharing between peers on a mass scale and that will be a huge 
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signal to Google. 

It doesn’t matter if we’ve originally paid to reach that audience, Google isn’t measuring that part. 

Google natural search factors kick into place once it can see the genuine, third-party earned recommenda-
tions and you are much more likely to generate this by reaching a relevant targeted audience through paid 
seeding. 

#Step	three:	 Bring	your	earned	recommendation	back	to	owned	content	 

As well paid seeding, it is also essential to plan where your PR coverage will be directing readers. Links with-
in coverage to your campaign content will not only provide a flow in a brand story, it will also be a golden 
gateway for Google. The search crawlers will be able to follow the link and recognise the content being 
recommended by trusted influencers and then read what it’s about.

The more trusted the journalist, blogger or social influencer is that you gain coverage with or who shares 
your content, the quicker Google will act. For example, if you gain coverage on the Guardian.co.uk and the 
journalist includes a link to your client’s website, that is a huge signal to Google that your client’s content 
should be seen. It will, therefore, adjust and move your client’s content within search results so more people 
see it and in the long term that leads to sales and other business metrics. 

Ultimately paid media presents a huge opportunity for the future PR team if it’s part of an integrated paid, 
owned, shared and earned model. That said, paid reach will always be limited if the campaign content isn’t 
creative and engaging. The good news these are areas PR professionals will always lead in and the opportu-
nities are huge for those who grasp the nettle.

Stella Bayles is a SEO-PR specialist and is the author of a book called Public Relations’ Digital Resolution. 
Stella’s mix of experience has led to public relations technology and she is now a director at CoverageBook.
com, a reporting automation tool.

Twitter: @stellabayles
Online: www.coveragebook.com/resolution

https://twitter.com/stellabayles
http://www.coveragebook.com/resolution
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Betteke van Ruler

You’ll learn:

• Why becoming more agile is important to public relations practice

• The characteristics of agile working

• The benefits of implementing an agile working method called Scrum

A G I L E  W O R K I N G

Traditional planning models may feel like they offer control but it’s no more than an illusion; most communi-
cations issues are too complex for them to be applied successfully. 

Just as often practitioners can be guilty of seeing the changing dynamics of a given situation as an obstacle 
rather than an opportunity. In these situations, speed of change is used as an excuse for not achieving 
objectives. 

Reflecting and adjusting planning processes is just one area in which communication professionals need to 
become much more agile in order to improve practice.

Agility

Agility is a philosophy in which the talents of employees are taken as a reliable benchmark and change is 
accepted as a fact of life. 

Agility promotes flexibility and resilience when dealing with change and requires trust between team 
members who are entirely focused on the timely delivery of products or services that really make a 
difference. 

Unnecessary documentation is omitted and there is plenty of room for development of fresh insights and 
realistic alternatives, as agile experts say.

CHAPTER 20
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Supporters of the agile way of working scornfully refer to the traditional planning process as the ”waterfall” 
or the “cascade”, because what needs to be done is devised in detail behind the desk. All actions are almost 
automatically supposed to be executed like a waterfall, without reality checks of various functionalities.

Results focused

Agile means adjusting, but only to achieve the best results. Characteristic for agile working is that team 
members, the project owner and possibly other stakeholders work together for optimum results. There is a 
flatter hierarchy and bureaucracy is restricted to a minimum. Only what really helps to achieve your ambitions 
and what’s really functional is pursued. 

Changes are not seen as obstacles but on the contrary are welcomed and formalized. Small multi-disciplinary 
teams work together in short iterations, with phased execution. Members collaborate with each other instead 
of working one after the other and the whole team takes responsibility for the result.

Traditional planning

In the various editions of his well-known book Strategic Planning for Public Relations, R.D. Smith suggests 
that the planning process in public relations consists of four phases with nine steps. 

The first phase is analysis of the situation, the organisation and the publics. The second is to draw up a stra-
tegic plan, which means establishing goals and objectives, formulating action and response strategies and 
developing the message strategy. 

The third phase is tactics, which means first selecting communications tactics, and then implementing the 
strategic plan. 

The fourth phase is evaluation of the plan. This method is also known as RACE: Research, Action plan, 
Communications, Evaluation.

All too linear

In this kind of traditional communications planning you determine beforehand what results you want to 
achieve and what actions you must perform to arrive there. You set your targets and tactics in advance. 

When conditions change along the way, or when the effects of your actions prove to be different to what you 
expected, you are forced to admit that your goals were not realistic, that you had aimed at the wrong target 
and/or that you had not chosen the right strategy, the right actions, or the right message. 

In short: a waste of money and effort. 

The traditional planning method is based on the classical theory of scientific management and a rather 
old-fashioned idea of how to build strategy. 

In our dynamic and digitized world, these approaches to management and strategy are seen as ‘far too 
linear’. Most books on communications planning leave scant room for adjustments, or these are only by 
exception. 

Responding to change is in no way a structural building block of the planning model and therefore is unhelp-
ful in the dynamic environment in which organizations are living today.

Magic bullet

In traditional planning methods goals are formulated as the second step in the process and they need to be 
formulated SMART: Specific, Measurable, Acceptable, Realistic, Time-bound. 

That implies that the effects of communication are assumed to be predictable. But this is only an illusion. 
Therefore, many communications professionals rightly refrain from formulating specific objectives but are left 
with little to evaluate afterwards. 

Communication is often seen as a magic bullet. A magic bullet which - if properly orchestrated (usually 
with a core message) and smartly distributed - may well predict success. That is a pre-scientific approach to 
communication, and also to planning and in fact one many practitioners are happy with. 

Such a plan is by no means a strategic communications plan. Where used, it should merely be labeled an 
action plan. 

The art of communication

Of course, everyone knows it's not that simple. It is simply not the case that "if only you knew what I know, 
you would have the same idea”. 

Yet I often see corporate communication and public relations plans promising specific effects, greater knowl-
edge, or changed attitudes or behaviour, without answering the question whether these claims can be made 
in advance and how they are to be justified. 

If any attention is paid to evaluation, it is only to verify whether the objectives have eventually been 
achieved. The erratic nature of ideas, attitudes and behaviour of target groups isn’t usually a consideration 
for professionals. It’s hardly realistic. 
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[1] http://www.amazon.co.uk/Reflective-Communication-Scrum-recipe-accountability/dp/9462364613

Change is not an obstacle

The traditional communications plan does not take into account the complexity of most communications 
issues and contextual dynamics. If circumstances change, communications professionals too readily regard 
these changes as obstacles and consequently as natural excuses for objectives not being achieved. 

Most professionals therefore produce a communications plan – as is expected of them - and almost imme-
diately put it aside because it is outdated the moment they have completed it. Surely it would be better to 
replace this with a method which by nature embraces dynamics and change?

Scrum

The most used agile working method is scrum. This is a method for delivering project results, stemming from 
an agile philosophy in which the talents of your employees are taken as a reliable benchmark. 

It promotes flexibility when dealing with change, there is structural interaction based on trust and it is entirely 
focused on delivery on time of products or services that really make a difference. Unnecessary documenta-
tion is omitted and there is plenty of room for development of fresh insights and realistic alternatives. 

Scrum means success

Scrum not only embraces flexibility, but also justifies it by using ongoing evaluation to gain insights for 
decision making. 

This is why I called my book on agile and scrum:	Reflective	Communication	Scrum:	recipe	for	accountabil-
ity [1]. The approach provides legitimate grounds for adjusting your actions as well as your scope. It even 
allows for adjusting your ambitions, if that’s deemed necessary.  What’s more, it supplies evidence of the 
benefits of tailoring your generalized goals on an ongoing basis. 

People who scrum are excited about it. They rave about the natural intensity of cooperation, the genuine 
desire to ‘get things done’ in the shortest possible timeframe, the rapid results you can deliver and the 
facilitating position of the scrum master (who is sometimes also called team leader, or facilitator). Last but not 
least, they favour the central role of the client, or his representative, here called the ‘project owner’. 

All of which makes work much more fun while delivering stronger results a lot more quickly. It is therefore no 
surprise that the scrum method is fast increasing in popularity all over the world. 

Basics of scrum

• Planning of interventions in time-boxed sprints
• Reflecting (daily scrum) at short intervals during the sprint
• After each sprint, validation of sprint and ambition
• The team is collectively responsible for each step
• The scrum master facilitates the team during the process
• The project owner participates in the project 
• Co-creation with key stakeholders for best results
• Actions must be easy to adjust 

Tight in method, flexible in content

“Most people responsible for managing projects have been taught a deterministic approach to project 
management that uses detailed plans, Gantt charts and work schedules. Scrum is the exact opposite.” Ken 
Schwaber in Agile Project Management with Scrum.

“It is not the strongest of the species that survives, nor the most intelligent that survives. It is the one that is 
the most adaptable” Charles Darwin

The Agile Manifesto for Public Relations and Corporate Communication

Individuals and interactions prevail over processes and tools.
Functionality prevails over agreed-upon objectives and actions.
Intense cooperation prevails over commissioning sub-contracting.
Responding to change prevails over following a plan.

http://www.amazon.co.uk/Reflective-Communication-Scrum-recipe-accountability/dp/9462364613
http://www.amazon.co.uk/Reflective-Communication-Scrum-recipe-accountability/dp/9462364613
http://www.amazon.co.uk/Reflective-Communication-Scrum-recipe-accountability/dp/9462364613
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B U S I N E S S  D E V E L O P M E N T : 
H O W  T O  E M B R A C E  D I G I T A L  D I S R U P T I O N  A N D 
D E V E L O P  N E W  S E R V I C E S  T O  M E E T  C H A N G I N G 
C L I E N T  R E Q U I R E M E N T S  A N D  G R O W  R E V E N U E

“Things change. Life doesn't stop for anybody.” Stephen Chbosky

Disruption is everywhere. Over the past decade, the advent of the digital technology has led to once in a 
generation shifts in industry after industry and category after category. 

Uber has replaced taxis in cities across the world, AirBnB now provides accommodation for millions of 
people each year and Facebook has become the primary way in which huge numbers of people read, watch 
and share news on a daily basis.

Whilst the disruption felt currently within the field of public relations may not have been as acute as in other 
sectors, there are three key trends which have had a significant impact on the PR industry in the last decade:

1. Social media – the growth of blogging and citizen journalism, as well as the rise of social media sites like 
Facebook, Twitter, Instagram and others have created both a raft of new influencers for public relations 
professionals to engage with, and new platforms across which they can tell their story.

2. The growing importance of content – changes to Google’s algorithm have led to high quality content as 
well as links from authoritative third party websites to significantly influence search engine ranking. This 
has brought the traditionally disparate disciplines of search engine optimisation and public relations side 
by side. Starting with Panda in February 2011, which looked to boost high-quality websites within search 
results, Google has since unleashed a veritable menagerie of updates including Hummingbird, Pigeon 

#FuturePRoof

Darryl Sparey

You’ll learn:

• About the three key developments that have disrupted the public relations industry

• How to drive new business from your current client base

• How to identify prospects, nurture leads and close new business

CHAPTER 21
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and Penguin. These have brought a qualitative assessment to the number of links that websites had from 
third party sites.

Fig 1. Software and version updates Mediaworks [1].

 Panda    23/02/11
 Page Layout Algorithm  10/01/12
 Penguin    24/04/12
 EMD   02/08/12
 Panda (25th)   14/03/13
 Penguin 2.0    22/05/13
 Hummingbird   20/08/13
 Pigeon    24/07/14
 Panda 4.1    23/09/14
 Penguin 3.0    17/10/14
	 Penguin	Everflux		 	 10/12/14
 Google Mobile Update  21/04/15 

The Quality Update   03/05/15

3. Growth of paid advertising online – according to research by the Internet Advertising Bureau and Price-
waterhouseCoopers (PwC) the digital advertising market has grown from 4% of all advertising spend in 
2004 to 40% of all spend in the UK by 2014. Last year £7.2bn was spent on digital advertising in the 
UK alone, and this is now the dominant channel for media spend [2]. Google, and to a lesser extent, 
Bing and emerging platforms like Facebook, LinkedIn, Twitter and others have created new opportuni-
ties for anyone to promote their story and their content online.

"You complain about seeing thorny rose bushes; Me, I rejoice … that thorns have roses" Alphonse 
Karr

Looking ahead, PRs aiming to grow their businesses in this brave new world could be concerned about the 
risk of disintermediation or fear the threat to their business posed by the range of other marketing disciplines 
that they are now in direct competition with. 

But the forward looking PR can seize upon the opportunity created by this raft of new communications 
channels, the centrality of quality content and the increasing number of options to share, disseminate and 
promote their stories online, organically and via paid methods.

The #FuturePRoof PR professional has an increased range of services that they can offer to prospective 
clients beyond traditional media relations – wider, integrated communications; social media management 
and measurement, content design and creation amongst others. 

Moreover, the #FuturePRoof PR is willing to boost the reach and impact of content they create for clients by 

utilising targeted investment in paid promotion across platforms like Facebook and Twitter.

"Selling to people who actually want to hear from you is more effective than interrupting strangers 
that don't" Seth Godin

The first place the #FuturePRoof PR starts when looking to develop new business is their existing client base. 
Seth Godin simply and pointedly restates for the business development professional what Tom Peter articu-
lated originally in “Thriving in the Chaos” – that it is five times as expensive to find a new customer than it is 
to retain an existing one. 

Any #FuturePRoof PR professional has a categorised list of the services that they are able to offer clients, and 
performs gap analysis to look for opportunities to sell additional services to more of their existing client-
base.

The #FuturePRoof PR professional also uses their existing clients to understand their core sector and service 
competencies and then looks for prospective clients that mirror these.

This person uses LinkedIn to search for prospects not just by company, location, industry or sector, but also 
previous roles (potentially within existing clients), connections or interests (based on groups or what they 
post). 

LinkedIn provides an opportunity to quickly understand the key companies and individuals that they may be 
able to offer their services to and start the process of getting to really understand their needs. 

There are, of course, a raft of other tools for identifying prospective targets, from lower cost tools like 
data.com [3] to paid for services like Pearlfinders	[4].

Rather than use Twitter as a means to complain about their commute each morning, the #FuturePRoof PR 
professional uses Twitter as an opportunity to better understand their prospects, both at a corporate commu-
nications level, and at an individual level. 

It’s not just about following the target company, but all key executives within it, their key competitors and 
relevant sector bodies to understand exactly what a prospective clients interests are, both personally and 
professionally.

The #FuturePRoof PR professional uses free tools like Google News, freemium tools such as Mention [5], or 
premium tools including Yellow News [6] to monitor not just their own clients, but also prospective clients 
and key industry issues too. They have specific alerts set up to help identify opportunities to tender services 
from key industry news sources like CorpComms [7], PR Moment [8], Communicate [9] and The Drum [10].

CRM systems are a key part of daily life, helping keep a record of prospective opportunities, value and likely 
window to close. CRM systems are available from free to low-cost price points with options including 
Insightly [11], Capsule CRM [12], and Batchbook [13] offering all of the functionality needed to do this. 
Higher end CRM systems like Salesforce [14], Microsoft CRM [15] and ACT! [16] are available to offer 

https://www.mediaworks.co.uk/
http://www.iabuk.net/research/library/2014-full-year-digital-adspend-results
http://www.iabuk.net/research/library/2014-full-year-digital-adspend-results
http://www.data.com/
http://www.pearlfinders.com/%20
https://mention.com/en/
http://www.precise.co.uk/pr-communications/yellow-news.aspx
http://www.corpcommsmagazine.co.uk/
http://www.prmoment.com/
http://communicatemagazine.co.uk/
http://www.thedrum.com/
https://www.insightly.com/
https://capsulecrm.com/
http://batchbook.com/
http://www.salesforce.com/uk/small-business-solutions/
http://www.microsoft.com/Dynamics_CRM_
http://www.slideshare.net/
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more extensive functionality and support too.

"Help the people in your network; and let them help you" Reid Hoffman, Founder of LinkedIn

“Social selling” has emerged as a key trend in current sales thinking [17].

The #FuturePRoof PR uses the power of social selling in both hard and soft ways to help them network with 
prospects and help them secure new business.

Digital channels offer ways to demonstrate successes and expertise, as well as tell a brand story to prospec-
tive clients, for example by sharing client wins via a blog, Twitter account and other social channels; getting 
personal recommendations from clients and contacts on LinkedIn; collating testimonials and examples of 
work on platforms like Slideshare [18] and Visual.ly [19].

Social platforms also allow for regular, thoughtful touchpoints with prospects and clients at the fraction of the 
cost of corporate hospitality.

“The future belongs to those who prepare for it today” Malcolm X

Ultimately the #FuturePRoof PR professional is weathering digital disruption and disintermediation by 
remaining agile and resilient and utilising new technologies to develop their businesses. Although ‘always 
on’ and probably still working as hard as they are smart, they are already enjoying the rewards – and these 
have never been greater.
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[14] http://www.salesforce.com/uk/small-business-solutions/

[15] http://www.microsoft.com/Dynamics_CRM_

[16] http://www.slideshare.net/

[17] https://www.google.com/trends/explore#cmpt=q&tz=Etc%2FGMT-1

[18] http://www.slideshare.net/

[19] http://visual.ly/hp_1

https://www.google.com/trends/explore%23cmpt%3Dq%26tz%3DEtc%252FGMT-1%20
http://www.slideshare.net/
http://visual.ly/hp_1
https://www.mediaworks.co.uk/%20
http://www.iabuk.net/research/library/2014-full-year-digital-adspend-results
http://www.iabuk.net/research/library/2014-full-year-digital-adspend-results
http://www.data.com/
http://www.pearlfinders.com/
https://mention.com/en/
http://www.precise.co.uk/pr-communications/yellow-news.aspx
http://www.corpcommsmagazine.co.uk/
http://www.prmoment.com/
http://communicatemagazine.co.uk/
http://www.thedrum.com/
https://www.insightly.com/
https://capsulecrm.com/
http://batchbook.com/
http://www.salesforce.com/uk/small-business-solutions/
http://www.microsoft.com/Dynamics_CRM_
http://www.slideshare.net/
https://www.google.com/trends/explore%23cmpt%3Dq%26tz%3DEtc%252FGMT-1%20
http://www.slideshare.net/
http://visual.ly/hp_1


149 150

Darryl Sparey is the New Business Director of leading Creative Search Agency Mediaworks, which offers 
digital marketing services including Search Engine Optimisation to clients of all sizes. Before this Darryl was 
Group New Business Director at WPP-owned Precise Media, having previously sold his own business, Media 
Report, to Precise in 2004. 
 
Twitter: @DarrylSparey 
Online: www.mediaworks.co.uk

https://twitter.com/DarrylSparey
http://www.mediaworks.co.uk


151 152

C H A P T E R

2 2

#FuturePRoof

Heather Yaxley

You’ll learn:

• How investing in sustainable professional development opens up employment opportunities

• Ways to create a learning culture and introduce a learning and development strategy in the workplace

• How embedding a learning culture creates competitive advantage, secures team loyalty and supports 

forward planning 

We are neither at the beginning nor the end of any evolution or revolution of PR practice. This 
‘middleness’ position underlines the importance of continuous professional development (CPD) for 
individuals, and those responsible for developing teams of public relations practitioners. 

Surviving the rise of the robots

Four types of knowledge traditionally lie at the centre of effective public relations – what, how, who and why. 
Already automated technology can outdo humans in recalling information, connecting it to other information 
and taking action faster than most people can type in a password. 

It is no longer enough for public relations practitioners to keep up to date with the latest tech developments 
nor for organisations to rely on recruiting digital literate talent – this narrow perspective will not survive the 
rise of the robots. 

The added value required to #FuturePRoof public relations practice comes through the human expertise 
required to collaborate and engage with individuals and communities in ways that are relevant to them 
regarding the issues, products and services they care about.

Investing in sustainable professional development means connecting existing competencies to new skills and 
abilities through effective ways of learning. 

Practical ideas and tools supporting this progressive perspective are presented in the next three sections.

I N V E S T I N G  I N  S U S T A I N A B L E  
P R O F E S S I O N A L  D E V E L O P M E N T

CHAPTER 22
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1. Creating a learning culture 

Creating a learning culture helps attract and retain talented PR practitioners, boost performance, improve 
problem solving and drive innovation. Learning is an active process that works best when encouraged and 
nurtured as a shared experience. It is a bridge between current competencies and achieving future potential. 

The most powerful motivation for successful professional development is normally intrinsic when someone is 
curious and interested in gaining new knowledge or skills, or when learning is spontaneous and explorato-
ry. Extrinsic motivation in the form of external incentives and reinforcements can be useful, particularly for 
compliance and recognition, but may be less effective in achieving sustainable learning.

Russian psychologist, Lev Vygotsky, argued learning is enhanced through scaffolding – a technique of link-
ing progression to existing knowledge and skills. Coaching, feedback, teamwork and other collaborative 
approaches encourage an open environment where learning is natural and sustainable. 

As a learning community, members of the public relations team are encouraged to question existing prac-
tices, identify possible changes, take informed risks, test ideas, evaluate effectiveness, and spot new oppor-
tunities. What works well can be developed into best practice, with less successful approaches improved or 
replaced. 

A learning culture needs to support a range of learning styles – the preferred ways in which people under-
stand new information and develop their capabilities. Kolb’s learning cycle identifies nine styles that can be 
combined to encourage sustainable professional development:

Initiating
Being experimental 

in seeking new 
courses of action

Reflecting
Being perceptive in 

connecting
experiences and

ideas

Deciding
Being purposeful in 
choosing action to 

achieve results

Experiencing
Being mindful  
through deep
involvement

Analysing
Being systematic in 

synthesising and
questioning ideas

Acting
Being assertive in 

leading people and 
tasks

Imagining
Being receptive in 

considering a range 
of solutions

Thinking
Being disciplined in 

analysing and
reasoning logically

Balancing
Being adaptive by 

considering options 
and avoiding issues

Fig 1. Combine a range of learning styles for sustainable professional development (based on Kolb’s 
learning cycle) 

2. Learning and development (L&D) strategy:

A learning and development (L&D) strategy involves pro-active management of KSA (knowledge, skills 
and abilities) and/or competencies to ensure effective and sustainable performance. Adopting a structured 
L&D framework enables planning, implementation and evaluation around developmental goals, priorities, 
budgets and required outcomes. 

The PR-Praxis Professional Development Framework (PDF) helps to establish:

• Professional development needs of individuals and teams
• Review processes that monitor continuous and incremental learning
• A pro-active learning culture and community of practice
• Identification of available and suitable developmental strategies
• Specific learning objectives, responsibilities and expectations
• Evidence of performance improvements to support career progression.

These six elements use an acronym – PRAISE – as a mnemonic:

A

Establish key performance 
indicators [KPI] /competencies

Analyse strengths +
weaknesses

Personal monitoring
mechanisms

Continuous 
feedback records

Formal monitoring
processes

Integrate
learning into
practices and
procedures

Assess learning
styles + approaches

Establish collaborative
learning opportunites

Build networks and
relationships

Review learning typologies

Develop databank of 
learning resources

Correlate KPI +
competencies with  
available strategies

Undertake cost 
/ benefit analysis

Create learning
schedule

Set SMART
objectives and

learning outcomes

Agree personal 
(and team)

learning ‘contract’

Feedback opportunities

Career development and
succession planning

Reporting processes

PR

SE

I

Identification of
available and suitable
developmental 
strategies

Specific learning
objectives, responsibilities
and expectations

Evidence of
performance
improvements

A pro-active learning
culture and

community of practice

Professional
development needs

of individuals + teams

Review processes to 
monitor learning

Fig 2. Adopt the PR-Praxis – PRAISE – Professional Development Framework (PDF) 
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Learning opportunities can be found within and outside traditional educational frameworks. Opportunities to 
participate in communities of practice, volunteering or charitable work, sports and other more social activities, 
alongside life experiences, should also be recognised as delivering personal and professional development.

3. Return on investment

Establishing an evidence-base for personal, functional and organisational benefits of professional develop-
ment helps justify investment, and demonstrate sustainable, tangible and intangible learning outcomes.

Given the fast pace of the modern working world, and the ever-changing position of public relations – at 
operational and strategic levels – professional development is a pragmatic investment. It is necessary to 
retain a competitive position, secure team loyalty and support forward planning. 

The benefits of professional development can be measured in relation to improved ability to deliver 
goal-oriented performance. The PRAISE PDF outlined earlier emphasises the important of setting SMART 
objectives and learning outcomes in relation to required key performance indicators (KPIs) or competencies. 

Assessment can be undertaken against KPIs/KSAs, immediately and subsequently, using the four levels of 
evaluation developed by Kirkpatrick, along with Phillips’ 5th level:

1.  Reaction: satisfaction with learning experience, perceived achievement of Learning Outcomes (LOs), 
 anticipated change
2.  Learning: change resulting from the learning experience
3.  Behaviour: application of learning 
4.  Results: tangible and intangible benefits resulting from change 
5.  ROI: calculation of the efficiency and effectiveness of devoting resources to the particular learning activity

The cost of not investing in learning and development also needs to be considered, along with the financial 
and other benefits gained by dissemination of learning outcomes within the public relations function and 
across the organisation.

An effective learning culture enables participants to reflect on learning, transfer this into improved prac-
tice, and benefit personally through enhanced career opportunities and rewards. It supports team building, 
succession planning, recruitment of talented individuals and leadership within the organisation and public 
relations community.

Sustainable organisational and functional return from investment in professional development includes:

• Enhanced reputation
• Evidence of social responsibility
• Improved employee engagement,
• Better personal and team wellbeing

Each element contributes towards a Professional Development Programme (PDP) to be incorporated into 
personal, functional and organisational planning processes. The PDP is intended to draw on existing job 
performance indicators, benchmarking studies and wider occupational competency frameworks. 

A one-page professional development résumé records a useful statement of learning intent for any individu-
al, team or project. This acts as a snapshot of the current position, intended outcome(s), learning methods to 
be adopted, and milestones for determining progress.

Professional development approach Example learning activities and resources

Active Project work 
Problem solving 
Ideas generation

Making presentations 
Leading discussion 
Secondments

Participatory/Inquiry	based Assignments 
Writing guidelines

Researching
Writing reports 
Preparing case studies

Reflective/Interpretive Situational analysis
Critical incident and project review 
Stakeholder mapping

Creativity/brainstorming
Modelling
Learning diaries 
Observation

Experiential Work-based 
placements

Work experience
Technical training

Supported Coaching 
Shadowing

Mentoring / role models
Workshops / live webinars

Collaborative/social
learning

Communities of practice
Temporary knotworking

Team / project work
Networking
Online eg forums

Structured format Training courses 
Seminars
Instructional / compliance sessions

Certification
Apprenticeships
Vocational, academic and 
professional qualifications

Self-directed formal / non
formal

Reading 
Multimedia resources 
Conferences

Distance Learning
Online MOOCs
Self-administered tests

Unstructured incidental / informal Exploration / improvising
Spontaneous opportunities

Orientation
Occupational volunteering
Meetings/conversations

Integrated approach Mentoring 
Team management

Selection from all of the above

Fig 3. Use a checklist for developing a databank of learning activities and resources.
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Fig 4. Apply robust process to analyse sustainable return on investment* 

* Note: Return on Investment is a calculation of financial returns against resource expenditure. The metric 
is increasingly applied to cultural and social capital areas eg L&D, innovation, reputation and stakeholder 
relationships. Harder to quantify in monetary terms, these require robust processes to analyse and justify 
investment.

Cost-benefit	analysis	to	assess	return	on	investment	in	learning	and	development
Measure sustainable improvement in performance, proficiency, productivity, efficiency,
effectiveness, motivation, commitment, innovation, and reduction in supervision time,

correction action, negative feedback, staff turnover, against cost resources (time + money)
incurred. Recognise cost is not only measure of return on investment.

 SMART Objectives

• Identify scope of the learning 
process - short, medium or 

 long-term
 

• Determine the purpose of
 learning for individual, team
 project, function, organisation
 
• Stipulate objectives that are 
 SMART (specific, measureable,
 achievable, realistic, time
 oriented)

• Focus on changes to: KPI,
 competencies, KSAs
 

• Record in professional
 development résumé as
 statement of intent

 Learning Outcomes (LOs)

• Detail changes in KSA, KPI,
 competencies to be gained
 from engaging in learning
 opportunity 

• Normally specified for
 structured, formal
 approaches to learning
 
• Where not available in
 advance, use research and
 judgement to assess what is
 likely to be achieved

• Review LOs during/after
 period of learning
 

• Revisit for evidence of longer
 term outcomes

 Evaluation of Learning

• Incremental progress is
 measure of continuous
 improvement (kaizen) 

• Transformational change is 
 measure of disruptive impact
 of learning
 
• Evaluate incidental or 
 unexpected learning
 outcomes

• Formative evaluation during
 learning experience encourages 

reflection and adjustment
 
• Summative evaluation at end
 of learning experience
 supports review and reporting

Methods to monitor, evaluate and demonstrate learning achievements:
Feedback loops, appraisals, ad-hoc performance review, reflective diaries, e-portfolios, KSA 

assessment, test results, benchmarking, presentations, coaching, reporting, career progression.

A sustainable future

Professional careers are in a period of transition with greater flexibility of movement, reduced stability of 
employment, increased work-life pressures and changes arising from new and emerging technologies. 
Commitment to professional development and career progression has shifted in emphasis from the 
organisation to the individual.  

Continuous professional development extends upwards with directors and other executives under unprec-
edented public and regulatory scrutiny to lead principled-organisations, whilst delivering stronger levels of 
performance and ensuring sustainable future success in an increasingly complex world. 

Public relations leaders face greater expectations to provide high-level consultancy, strategic management, 
innovative entrepreneurship and impeccable professional conduct than may typically have been the case in 
the past. 

The need for responsive, transferable, T-shaped (generalist and specialist) competencies challenges the 
concept of traditional hierarchical progression. Career pathways are becoming more personalised, rhizomatic 
and agile to avoid the threats of occupational obsolescence. 

Future jobs require new skillsets, alongside existing core competencies. Career opportunities – in whichever 
form they will be found – will require individuals to evidence their achievements, demonstrate sustainable 
professional development and a commitment to life-long learning. In turn, organisations will be expected to 
offer career enhancing experiences if they are to attract and retain the best talent.

Sustainable professional development will involve portable ‘passports’ where learning and achievements are 
recorded – and accredited – as a key element of personal career identities. 

Young practitioners, currently benefiting from digital work opportunities, need to be supported in transition-
ing into better paid, strategic jobs, as their KSAs are threatened by automated technologies and generations 
that are even more digitally connected. Learning is not just for the young, with longer working lives offering 
potential for changes in career direction, demands for on-going meaningful work, and fears over the 
‘uberisation’ of professional work. 

In the middle of this dynamic, changing working environment, public relations practice can only benefit – 
and survive – by adopting an industry-wide learning culture, developing robust learning and development 
strategies, and offering a solid evidence base of the return on investment in sustainable professional 
development.

Sources

[For further information on Sustainable Career Development in Public Relations links to training and professional devel-

opment resources, visit the PR community of practice site: http://www.prpraxis.com or follow Twitter: @prpraxis

http://www.prpraxis.com
https://twitter.com/prpraxis
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Heather Yaxley FCIPR has a reputation as an independent, rhizomatic thinker and passionate enthusiast of 
professional career development as a hybrid practitioner-academic-educator-consultant. She is an experi-
enced and qualified trainer, director of the Motor Industry Public Affairs Association and long-standing 
blogger (at the Top Inkybee PR blogs, Greenbanana and PR Conversations). Heather is a published author 
and is completing her PhD researching Career Strategies in Public Relations. 

Twitter: @Greenbanana
Online: greenbanana.wordpress.com 

https://twitter.com/Greenbanana
http://www.greenbanana.wordpress.com
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I	strongly	believe	that	in	life	you	are	defined	by	the	people	that	surround	you.	The	same	is	true	
at work. Whether you are an agency professional, freelancer or in-house, chances are your career 
achievements so far owe much to the network you have built. 

But how do you ensure you continue to build and utilise this network to generate leads and work for your-
self? This chapter aims to share my 20 years of success and failure in the art of networking across the globe.

Do great work

You can do all the networking in the world but if you are not good at your job it will all be in vain. Concen-
trate on doing great work and you will be recognised for it. I got my first break in the agency world by doing 
great work. It had nothing to do with PR but everything to do with communication. 

I was working as a barman and one of the regulars there was an agency owner who was developing a rapidly 
growing advertising and communications agency. As well as serving him beer with a smile on my face I took 
an active and curious interest in the development of his business. He hired me as a junior account exec and 
when I asked him why he took a chance on a barman, he replied: “You do damn good work…whether it was 
pouring a beer or dealing with clients…your curiosity for people is what every agency needs.”

Many years have passed since that break into the world of communications but I still hold dear those words 
in terms of networking. Do great work and be curious. 

Jonathan Bean

You’ll learn:

• How doing good work forms the basis to successful networking

• The value that can be derived from taking up speaking opportunities

• Top tips for using social to win new business

H O W  T O  G E N E R A T E  M O R E  L E A D S 
A N D  W O R K  T H R O U G H  Y O U R  N E T W O R K

#FuturePRoof CHAPTER 23
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This year at Mynewsdesk we created a purpose-driven PR campaign, Mynewsdesk Now, to highlight digital 
alienation within the elderly. It was a global success and crucially we were able to directly track sales and 
pipeline generated from this PR activity, as well as the softer brand metrics of media reach and value. 

I encourage all my team to use this great work when they are networking or speaking. If you do great work 
and have something interesting to say, people will want to speak and network with you.   

$320,000
sales pipeline

generated

$130,000
new business closed

200M
total reach

$5 Million 
earned media

value

60%
increase in sales 

leads

Total Cost: $59,000

Take every opportunity to speak

Most people I know in PR like the sound of their own voice… sometimes a little too much. But hey focus on 
the positive, use this talent to strengthen and grow your network. Take every opportunity that comes your 
way to speak at events and meet ups. 

Size of audience is not always a sign of event success. I have experienced networking success at small meet-
ings and intimate dinner gatherings of 8 people, as well as large industry events for over 1,000 attendees. 

Great presenters in my opinion are made not born. Some of us are more comfortable on stage than others, 
but again if you have something useful to say, people will listen. 

There is no substitute for preparation when you are presenting however gifted a speaker you may be. Know 
your material inside out, realise people are exchanging their valuable time to listen to you and make sure 
you bring your storytelling skills to the table.

I judge my speaking success at every event by the follow ups I get after my presentation both in person and 
on social media. 

If I do not have several follow-on business opportunities (another speaking gig, a meeting request about 
work/partnership), I judge my presentation to have been a failure. Maybe this is harsh but presenting at 
events takes lots of effort and energy. You need to ensure you get ROI on that effort. 

And don’t forget the off stage opportunities. Some of my best networking opportunities have taken place in 
the back of shared taxis on the way to events or at speaker dinners/lunches…always have your networking 
head on.    

Social takes you places you could never have dreamed of

Networking is not about technology, it is a mindset in both the physical and digital worlds. The old school 
skills of working a room, giving thought provoking presentations and having something useful to say will 
always be valuable but the development of your social media skills and activity will ensure you can reach 
places you never dreamed of.

I have spent many years setting up businesses in all sorts of weird and wonderful places around the globe. 
Creating and leveraging a network was far more difficult before the days of Twitter and LinkedIn. By adding 
your valuable content and ideas (not sales pitches) to communities, Twitter hashtags and Linkedin groups 
you will be rewarded with work. 

When we set up our business in Asia, a few days of work on Twitter and LinkedIn secured introductions, 
meetings and business with the region’s leading influencers - people I had never met before. A single cryptic 
tweet a few years back was the start of a large contract with a major UK government department. And lever-
aging the brilliance of slideshare takes a physical experience to the digital world. 

Recently I spoke at a leading content marketing conference alongside some industry big hitters from Apple, 
Coca-Cola and Kraft IBM. There were 300 people in the audience and the presentation went down well. But 
it wasn’t until I posted the presentation to Slideshare that afternoon that the digital networking effect really 
kicked in. 

After it was picked up by the Slideshare [1] editorial team and made a featured presentation on the Market-
ing and Advertising section, it received a little over 5,000 views and 200 downloads in one week. Now that 
was leveraging great work, a speaking gig and social media all into one.

Be nice and make friends

One of my favourite quotes about networking comes from the former US secretary of State Madeleine 
Albright:

“I think women are really good at making friends and not good at networking. Men are good at networking 
and not necessarily making friends.”

In my opinion growing and leveraging your network is all about seeing people not as network contacts with 

http://www.slideshare.net/jonobean/marketings-new-era


165 166

an economic value but as like-minded individuals and friends. In an industry full of inflated egos we need to 
remember this. In business in general I believe nice guys and girls actually do come first…they are the 
people I want to work with anyway. 

If you want to be a stellar networker, do great work, speak about it, invest in your social and digital skills and 
most importantly be nice and make friends. Good luck.   
 

Sources

[1] http://www.slideshare.net/jonobean/marketings-new-era

Jonathan Bean - Chief Marketing & Growth Officer at Mynewsdesk - has spent his career growing 
advertising, communications, media and technology businesses all around the world. A sought after speak-
er and blogger on the subject of marketing, communications and innovation. He has a Honours Degree in 
Communications from Leeds University and an MBA from Henley Business School.

Twitter: @jonobean 
Online: mynewsdesk.com

http://www.slideshare.net/jonobean/marketings-new-era
https://twitter.com/jonobean
http://www.mynewsdesk.com
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W O R K I N G  A C R O S S  I N T E R N A T I O N A L 
B O R D E R S

#FuturePRoof

Toomas Kull 
 
 

You’ll learn:

• What to consider when planning an international expansion strategy

• The challenges that come with cross-border working

• Ways to reduce risk when entering new markets

If	you’re	trying	to	grow	your	business,	one	of	the	first	steps	on	the	road	to	success	is	developing	and	
maintaining a local client base. Once this has been achieved, some business owners may feel they are 
ready to expand operations internationally to increase their competitiveness, generate additional 
revenue, and capture the advantages of a globalised marketplace.

To successfully convert a communications business from domestic to international, a number of issues should 
be considered when formulating the international expansion strategy.

Project delivery

Some ‘inward-facing’ services can be delivered from anywhere in the world (e.g. communications audits, 
development of plans, processes, strategies and programmes) much more easily to more ‘externally’ facing 
ones (e.g. media engagement, profile raising, crisis management).

However, there are limitations to running longer-term projects over the phone and the use of digital channels 
can be disrupted by different time zones and cultural attitudes. Over time, even the cost of flying may be 
considered too high.

Therefore, having people on the ground can be an economic as well as practical consideration and help to 
underpin the business offering.

CHAPTER 24
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Financial management

Opening a new office in a foreign market is resource intensive and needs to be financially viable. 

It is likely that a business will need to be on location for a while before new business leads convert into reve-
nue. It can easily take three or more years before an office becomes profitable.

If there is an economic downturn, then it is important to remain in the market. In many non-Western coun-
tries and cultures, contacts will be appreciative when they see that a firm has stuck around through the hard 
times. If a temporary retreat is made, the relationships are unlikely to survive.

Initial research

Consider whether there is an established market for communications services or one which is beginning to 
emerge. Take time to plot the competitor landscape, consider the scope and scale of operations, and wheth-
er the business will have a distinct offering.

While company size does not always matter, expansion can be trickier for specialist or boutique consultan-
cies that lack the brand name and perceived trustworthiness of the bigger players.

People

Relocating staff from headquarters can be a straightforward way to get the new office up and running. 
However, this reduces the numbers available to service existing clients in the domestic market, making it 
more difficult to sustain growth.

One of the biggest challenges for communications companies is finding and recruiting the right talent in new 
markets, particularly in specialist areas of communications that go beyond consumer PR and marcomms. On 
the other hand, senior local professionals are likely to have connections which are invaluable for demonstrat-
ing local market knowledge and securing new business.

The challenges of working internationally

•	Cultural	differences	and	language

The ‘Western approach’ to business does not work everywhere, and variations in cultural norms can impact 
international expansion and project delivery.

Business conversations in the US can be upfront and direct, but in Asia, the Middle East, and Africa, initial 
engagements take more time, with greater emphasis on developing trust. 

Even in France and other Southern European countries, it is important to establish a basic level of familiarity 
first.

"Building trust is a critical first step to doing business in Asia," said Jacqueline Ratcliffe, international 
communications specialist. 

"As a newcomer, ensure that you invest the time upfront in getting to know your existing and potential busi-
ness partners, both professionally and socially. This is also their chance to get to know you and assess your 
credentials before making any commitment. Strong relationships and word-of-mouth will open the door to 
opportunity". 

While the international business language is considered to be English, operating exclusively in English does 
not ensure common understanding of the issues at hand.

Being able to communicate in the local language allows for more meaningful relationships and trust to 
develop and even a limited proficiency can help with understanding client needs. However, when entering 
negotiations and detailed discussions, insufficient fluency can become a blocker.

“Cultural sensory perception is critical,” said Dr Barbara Gibson, global communications consultant, referring 
to the ability to spot when culture is in play. 

“This requires a broad knowledge of cultural differences and the generic ways in which they differ, particu-
larly from your own. This is especially critical in high risk situations such as conflict and negotiation, because 
once you’ve spotted that something is wrong the deal may already be lost.”

For many communications consultancies, translation is key to the work that they do and produce. It is import-
ant to be able to deliver high quality translations that can bridge any gaps between regional variations in the 
language.

•	Approach	to	media	relations	and	communication

The geography, economy, and history of a country are likely to dictate the practice of public relations and the 
approach to media reporting.

“Those companies which have international operations or a global perspective will often consider them-
selves to be standard bearers for their industry or their country in overseas markets. They see the benefit in 
sound communications and will invest in advancing and protecting their reputation, and thereby their licence 
to operate,” said Claire Maloney, partner at CNC Communications.

In many emerging markets, clients can have different expectations of what is achievable in PR. For example, 
it is not uncommon for clients to demand media coverage which is favourable to them (and unfortunately, 
The Economist will not publish a story just because the client wants them to).  
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Across geographies and company sizes, social media is becoming a great equaliser. Even in Far Eastern 
markets where the media is considered to be tightly controlled, issues and crises play out on regional (and 
international) social media channels. As a result, social media is changing the pace at which local companies 
recognise the need to communicate proactively and manage reputations.

Advice and tips

•	Put	together	a	great	team

Hiring people already immersed in the local environment can help bridge the cultural differences and 
language barriers and provide access to new business leads.

However, the business also needs someone who can embody and communicate the company’s brand and 
values. Local hires can be supported by relocated staff who know the market and can establish the company 
standard.

In the longer term, international talent can be fostered by offering young professionals from the home 
market the possibility of spending time in another country office.

•	Expand	with	a	client

Where possible, expand into markets where the company has strong links or a long-term engagement with a 
client.

“Opening an office in a new market is often driven either by your existing client portfolio, or by the search 
for new opportunities. In either case, entering a new market with a secured ‘anchor client’ will allow you to 
hit the ground running, generate essential initial cash flow and gain local exposure while you search for new 
business opportunities,” said Jacqueline Ratcliffe.

•	Find	other	ways	to	enter	the	market

Although a strategic partnership might not offer the full set of advantages to having your own office, it can 
create other types of new business opportunities. For example, it allows you to advertise a presence in that 
country, and clients wanting to enter the market can rely on your insights and contacts.

Furthermore, there are shortcuts to finding and setting up an office, which can be time consuming and costly. 

“[Over the last ten years] It has become more socially acceptable to work out of co-working spaces, business 
hubs and even cafés. You can do this on a global basis at a fraction of the cost of a full office,” said Michael 
Ambjorn, founder of Align Your Org.

•	Adapt	to	the	requirements	of	each	market

Despite clients seeking international communications knowledge and expertise, communication services that 
appear to have been copy-pasted from the domestic market will be rejected. 

There is a greater demand for local content and locally originated ideas which are delivered in a culturally 
relevant way with greater impact. Communications services and the way in which clients are engaged with 
may require adjustment according to the varying cultural norms and market needs.

Nowadays, companies and government agencies increasingly encourage the development of know-how in 
their countries. Clients want to see the transfer of knowledge and building of skills in their markets.

Final thoughts

There is a tendency to combine markets into a homogenous group, such as ‘emerging’. However, within 
each country there are differences in the media landscape, communication practices, social media use, 
culture, and laws.

What works in the Middle East, in terms of setting up a new office, building a team, and developing a client 
base, would not necessarily work in a place like Hong Kong. 

There is real benefit and strength in considering each market separately and on its own merit.
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Toomas Kull is an international corporate communications professional, and provides reputation and issues 
management advice to clients across sectors. He is a board member and president-elect of the UK chap-
ter of IABC (the International Association of Business Communicators), a non-profit global network of over 
14,000 communication practitioners from more than 70 countries.
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D E V E L O P I N G  A  C R E A T I V E 
M O V E M E N T 

#FuturePRoof

Simon Shaw and Richard Millar

You’ll learn:

• Why we need creative movements to innovate and change

• How to create an organisational purpose that team members support

• The principles underpinning a strong Creative Movement 

The communications landscape has changed. Change is good. Change creates new challenges and new 
opportunities to explore. Change gives us the chance to reinvent, to rediscover and to reimagine our 
future.

History tells us that out of moments of change come disruptive Creative Movements, all with their own 
strong, unique beliefs and culture. 

They are of their time and are super-relevant in that time. Great political change created the Constructivists, 
industrial change the Bauhaus and technological change created Google. What they all have in common 
is they all became magnets for like-minded people, all have creativity at their core and all are interested in 
embracing and exploring change and disrupting the status quo.

An insightful client said to me that their industry was coming out of the ‘fat, lazy and happy’ period. In 
communications we too have perhaps enjoyed the same. With recession still fresh in our minds and a ‘feel-
ing’ things are getting better, now is one of the hardest times to innovate and change. 

But change we must. By changing we will attract new clients, new talent and new opportunities that will 
provide the foundations for our business in the future.

CHAPTER 25
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From agency to a Creative Movement

The time is right to embrace change and develop our own Creative Movements. This is a process that we 
have started at H+K and we are already seeing the dividends in the creative culture of the agency, a new 
type of client work and through new talent attracted to the agency. 

These are some of the principles that we have been considering.

Redefining	value

Agencies think of themselves as belonging to the service industry; we are happy to develop a list of services 
and sell our time by the hour. This leaves us open to the commoditization of both.

Creative Movements attract clients because of their outcomes and not because of their list of services; 
unique and ownable outputs and outcomes that have a value not based in time but in their return against 
business objectives. 

With the right talent, a culture of openness and collaboration, what we deliver becomes more unexpected 
and unique to our Creative Movement. Our work is valued differently.

Beliefs around an organizing purpose

Another characteristic of a Creative Movement is that each one has its own unique culture, one that attracts 
new talent because of a set of beliefs and an organizing purpose. 

As a Creative Movement we can become a magnet for like-minded people if we are able to articulate our 
beliefs and purpose. These define our culture and drive the skills agenda, putting collaboration and diversity 
at its core.

We have to consider what we stand for, why we exist and how we go about business – what it is we believe. 

Only by articulating this does the agency stop being just a place to work and becomes the place you want 
to spend time, create and innovate with people with similar beliefs. It becomes a place to explore your own 
thinking as well as that of the movements adding greater value to the whole.
 
“Google have over 2m applications a year, that makes it 10x harder to get into than Harvard.” [1]

Google has always pursued a noble cause. The company conducts business with a simple motto, ‘Don’t be 
evil.’ Its mission is to organize the world’s information and make it universally accessible.

“We have somewhat of a social mission, and most other companies do not. I think that’s why people like 
working for us, and using our services… Companies’ goals should be to make their employees so wealthy 

that they do not need to work, but choose to because they believe in the company … Hopefully, I believe in 
a world of abundance, and in that world, many of our employees don’t have to work, they’re pretty wealthy, 
they could probably go years without working. Why are they working? They’re working because they like 
doing something, they believe in what they’re doing.”

Google founder, Larry Page.

Plan for collaboration

A Creative Movement is a collective of like-minded people, with different skills who collaborate to approach 
old problems with new eyes. This demands new flexible structures to encourage collaboration to flourish, 
new flexible working patterns and environments where your collective want to hang out.

We need to allow our collective to not only explore the challenges of the Creative Movement but also 
explore personal agendas and develop personal brands. Structures have to be put in place to facilitate and 
celebrate this. 

An acceptance that the collective works as much for the individual as the individual does for the collective 
breaks down the traditional barriers between employer and employee.

Disrupt your own model

Historically our agencies have been made up of generalists, turning our hands to many things in pursuit of 
the best outcomes for our clients. 

We have traditionally told our stories through the lens of the media. Now we talk directly to our clients’ audi-
ences, from stakeholders and politicians, to mums and teenagers. 

Today the lines between communications have merged and there is less differentiation between B2B and 
B2C communications. We are in a media agnostic world of Business to Human (B2H) communications.

This means that some of the skills we have in the agency need to be re-defined and re-deployed. We need 
to disrupt our old skills model to pro-actively kick-start our Creative Movement. 

We need new talent in the agency: creative strategists, planners, content and publishing strategists, creative 
directors, micro-media buyers, designers, sector influencers, brand journalists and data scientists. 

Through disrupting the traditional skill base of our agency we begin the process of reappraisal and change.

http://www.forbes.com/sites/stanphelps/2014/08/05/cracking-into-google-the-15-reasons-why-over-2-million-people-apply-each-year/
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Maintaining the momentum of change

Sometimes change feels like sand running through your fingers. While we instigate change in one part of the 
business, another part reverts to type.

To maintain the momentum of change we need to identify the characteristics of our Creative Movement, 
celebrate and feed these wherever we find them. 

At H+K we have identified five unique characteristics that we believe define our Creative Movement. Wher-
ever we find these we celebrate them. Practically, we have written new job descriptions and KPI’s to reflect 
the value we place in each one.

Our five characteristics are:

•	 Idea Catchers
•	 Technology Speculators
•	 Campaign Architects
•	 Culture Creators
•	 Master Storytellers

Find the tipping point

Making change in any business is not easy. However the distinct advantage of a movement or agency started 
today is that everyone is like-minded and embraces and epitomises the Creative Movement that they start. 
For an existing business we need to look for the tipping point of change.

For many agencies the ‘fat, lazy and happy’ period represents safety, not only corporate safety but in many 
cases personal safety. Change begins with an acceptance of risk. This risk needs to be embraced at the 
highest levels in the business in order make change acceptable and the failures along the way just part of the 
process.

We need to sets the signposts of change and develop a network of activists to drive it. Only when those who 
hold onto the ‘fat, lazy and happy’ period become the minority does change truly take hold. 

Choose your activist carefully; they should be both influential in the business and aligned to the movement.

Sources

[1] http://www.forbes.com/sites/stanphelps/2014/08/05/cracking-into-google-the-15-reasons-why-over-2-million-people-ap-

ply-each-year/

The principles of the Creative Movement

• Move from a culture of service industry selling a set of services to one of a Creative Movement exploring 
change and valuing outcomes

• Consider why you exist and define your purpose and belief systems
• Plan for collaboration, celebrate and empower the personal brand
• Proactively disrupt your business and skills model to kickstart your own Creative Movement
• Identify and celebrate the characteristics of your Creative Movement
• Empower activists to reach a tipping point and change the culture of the business.

Finally, perhaps a sobering thought is that Creative Movements exist in their time so how to create a move-
ment with longevity becomes the next challenge.

http://www.forbes.com/sites/stanphelps/2014/08/05/cracking-into-google-the-15-reasons-why-over-2-million-people-apply-each-year/
http://www.forbes.com/sites/stanphelps/2014/08/05/cracking-into-google-the-15-reasons-why-over-2-million-people-apply-each-year/
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Richard Millar and Simon Shaw lead H+K’s Global Center of Creative Strategy. The ‘Center of Creative 
Strategy’ is a global initiative to embrace change, and equip the network for the challenges the agency and 
clients face, now and in the future. Our purpose is to unify the offices and skills within our network by inspir-
ing more open, creative and curious conversations for the benefit of our clients, our people and the 
communities where we work.

Twitter: @richardwmillar, @creative_uncle 
Online: www.hkstrategies.co.uk

https://twitter.com/richardwmillar
https://twitter.com/creative_uncle
http://www.hkstrategies.co.uk
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Gini Dietrich

You’ll learn:

• The role of social media in generating qualified leads

• About the conversion process and how to create a customer journey with relevant content

• How to generate ideas for content with personality

Traditionally, public relations has been thought of as a top-of-the-funnel activity. It brings people to 
your website, to your business or motivates them to pick up the phone and call you, but it hasn’t 
always been considered a great way to educate prospective customers on your business and nurture 
them through the decision-making process.

That, of course, has all been upended with the advent of social media, companies becoming their own 
publishers and even using content in email marketing to help generate qualified leads.

Now we can be as responsible as marketers for generating leads, nurturing them and helping to convert 
them. There is a lot of content you can create for each step in the buying decision. It’s broken down by top, 
middle and bottom, which also is an easy way to plan your content.

At the very top, of course, is how people find out about you: the social networks, blogging, search engine 
optimization, email marketing, media relations, blogger relations and other types of content you might 
produce.

Once they land on your site, you should have a content plan to take them from “kicking the tires” to “I 
cannot wait to hire these guys!”

CHAPTER 26

C O M M U N I C A T I N G  I N  W A Y S  T H A T 
D R I V E  B U S I N E S S  G R O W T H
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That plan should include:

• The very broad content at the top that helps a prospect become educated about an issue, challenge or 
solution. For instance, “What does a PR firm do?”

• The discovery content in the middle. This is where a prospect begins to trust you. You’ve answered the 
question they have in a way that makes them feel comfortable. Now they want to know how they might 
successfully hire a PR firm.

• The consideration content at the bottom. They are ready to buy…and have likely narrowed down their 
choices to you and one or two other organizations. This is where you can begin to talk about yourself, 
but not from your point of view. You have to do it from their perspective, which is why case studies and 
testimonials are so powerful here.

At the top, you’re giving content away. In the middle, you have some free content and some behind a land-
ing page so you can begin to collect email addresses. The bottom answers questions such as what it’s like to 
work with you and how much you cost.

Plan your content

As you plan your content, you want to think about your goals, your audiences, and your metrics.

• The top (or broad content) goals should simply be to build industry awareness, attract links and reach 
new audiences.

• The middle (or discovery content) goals should be to create awareness of a solution you have to an 
industry problem, awareness of your organization and help prospects to remember you.

• The bottom (or consideration content) goals should be to build product awareness and convert pros-
pects to customers.

Now it’s time to figure out your specific topics.

For the purpose of this exercise, we’ll use how one might hire and work with a PR firm as the topic.

Top of the Funnel content 

See how this content is very broad?

The keyword used here is “PR firm,” but there are six different pieces of content that a prospect might search 
to figure out if they need to hire a PR firm.

Pretty much anyone interested in what a PR firm does, or in hiring a PR firm, will land on this content. They 
may or not be a good lead, but it provides an opportunity to capture their attention and lead them to the 
discovery phase.

Do I Need a PR Firm?

What Does a PR Firm Do?

The World’s Greatest PR Firm

The PR Firm the Big Guys Love

The PR Firm for Startups

The PR Firm for <insert vertical>



187 188

At the bottom (when people are getting ready to make a decision), you can provide content that shows your 
key differentiators, your process, and your positioning statement.

This is where it’s time to talk about what makes you different. Everything to this point has been demonstrat-
ing the way you think and building trust through a computer screen.

Now you can plan your content to provide the best information about your organisation and your products 
or services.

Do a test run

To plan your content, you should do a test run right this very second. 

Seriously, stop reading and pull out a notebook or open Keynote or PowerPoint. Draw three circles. Label 
them just as I have above: Top-of-the-funnel, middle and bottom.

Then re-read the content goals for each phase above.

Now, choose a topic. Any topic, but make it one that prospects are always curious about when you finally 
speak to them. It could be pricing or delivery or warranty or just education about your industry.

Pull out your phone and set a timer for two minutes. Then fill in as many broad topics as you can in the first 
circle. When the timer goes off, reset it and do the same for your middle-of-the-funnel circle. Just write head-
lines around your topic. Then do it for the third circle.

It may not be exactly as you want, but in the last 10 minutes, you likely created 15-20 different pieces of 
content you can create around one topic.

This is how you plan your content and become very intentional, without it seeming like you’re a robot and 
don’t have personality.

How to Hire a PR Firm
Benefits of Using a PR Firm

Companies that Successfully
Use a PR Firm

How to Interview PR Firm 
What a PR Firm Can Do for You

Middle of the Funnel content

This gets a bit more in-depth. Now we’re answering questions for information searches.

The content starts to give the visitor information on what to do next—what to expect, what kinds of ques-
tions to ask and who already uses a PR firm successfully. It also begins to qualify a lead and bring only the 
best prospects to you and/or your sales team.

Bottom of the Funnel content

The Arment Dietrich
Proven Process

Why Hire Arment Dietrich
A Virtual PR Firm

The Advantages of Arment Dietrich
The Pros and Cons of a

Boutique PR Firm 
How Arment Dietrich is Different
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Gini Dietrich is the CEO of Arment Dietrich and author of Spin Sucks. She is also co-author of Marketing in 
the Round. 

Twitter: @ginidietrich
Online: www.armentdietrich.com

http://www.amazon.com/Spin-Sucks-Communication-Reputation-Management/dp/078974886X/ref%3Dsr_1_1%3Fie%3DUTF8%26qid%3D1389648746%26sr%3D8-1%26keywords%3Dspin%2Bsucks
http://www.amazon.com/Marketing-Round-Integrated-Campaign-Biz-Tech-ebook/dp/B007WTFWMI/ref%3Dsr_1_1%3Fie%3DUTF8%26qid%3D1389648715%26sr%3D8-1%26keywords%3Dmarketing%2Bin%2Bthe%2Bround
http://www.amazon.com/Marketing-Round-Integrated-Campaign-Biz-Tech-ebook/dp/B007WTFWMI/ref%3Dsr_1_1%3Fie%3DUTF8%26qid%3D1389648715%26sr%3D8-1%26keywords%3Dmarketing%2Bin%2Bthe%2Bround
https://twitter.com/ginidietrich
http://www.armentdietrich.com
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P R A C T I S I N G  I N B O U N D  P R :  H O W 
C O M M S  T E A M S  C A N  P R A C T I S E 
W H A T  T H E Y  P R E A C H 

Iliyana Stareva

You’ll learn:

• Why public relations practitioners need to invest in their own marketing and can improve practice by 

doing so

• How to identify your target audiences and create a buyer persona

• Ways to better promote your content and evaluate this to see what works best

As a PR agency or communications team, how much time do you spend building your own organisa-
tion’s	profile	with	your	own	content?	Many	would	say	“none”	or	“barely	any”	but	in	the	digital	age,	
this is unacceptable.
  
Consumers have changed. Clients have changed. We have changed. We don’t want to be chased, we want 
to find things on our own and make decisions based on our research. 

And how do we do that? By consuming content. We have a problem – we search on Google. Then we read 
blogs, follow social media recommendations and engage with our online communities. 

Today, 80% of the purchasing decision is made before speaking to a sales person. If you are not out there, 
you are not going to be found. In the digital era, not being found means non-existent. 

This is why PR people need inbound PR. By using the inbound marketing methodology they can attract 
visitors to their site, convert them into leads, nurture them to close them as customers and retain them by 
delighting them with more remarkable content.

Inbound uses blogs, ebooks, whitepapers, videos, SEO, webinars, social media, landing pages and 
client-centric emails whereas old-school outbound methods focus on cold calling, TV and print ads, direct 
mail and trade shows. The key difference is that outbound interrupts, inbound attracts. And it attracts with 
content.

#FuturePRoof CHAPTER 27
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Yes, this requires time, effort and commitment, but it works. And because PR people are storytellers and 
content creators at heart, practicing inbound PR for their own organisations quickly becomes natural as they 
are doing it for clients already.

Why you need to become your best client

Next to building your organisation’s online brand with your own content on your own channels helping 
customers find you, preaching what you teach allows you to experiment and try new things out on yourselves 
rather than on clients, ensuring that your new, innovative methods have a proven track record of success. 
And if not, then at least you’re not messing it up with a client.  

What’s more, you get to become a thought leader in your field and strengthen your positioning. People 
know who you are, what your business is about and how much value you can offer them. They trust you. And 
trust is the best relationship-builder.  

There are six essential steps to follow to start practicing inbound PR. 

1. Nail your buyer persona

A clearly defined buyer persona is at the centre of inbound. It’s who you are creating content for and without 
it none of the following steps will drive results. You don’t want to be found by anyone, you want to be found 
by the right people. 

To define your buyer persona, research your current customer base, analyse your site visitors, talk to your 
sales people or conduct interviews with existing customers. The following questions are key: 

10 Essential Buyer Persona Questions

1. Who is going to be interested in our content?
2. Are these people really the people we want to be doing business with?
3. Who are they and what are they like (demographic information, job role, hobbies)?
4. What does their day look like?
5. What questions are they asking?
6. What are their goals?
7. What are their pain points?
8. What are their challenges?
9. What are they looking for when making buying decisions?
10. Where do they go for information?

By answering these questions, you’ll be able to develop a clear picture of your ideal customer. This is import-
ant because to reach them, your buyer persona should drive each and every piece of content you create. 

2.	Define	the	buyer’s	journey

After developing your buyer persona, you need to define the buyer’s journey to ensure that you are creating 
content that answers all of her questions during the decision-making process. 

The purchasing journey is the active process your buyer persona goes through from being a stranger to be-
coming a customer. There are three stages: Awareness (of a problem), Consideration (of potential solutions) 
and Decision (to buy from you). 

For each of those, you need different types of content because your buyer persona asks different questions 
at each stage. The idea is that you provide relevant answers that build up in a logical way and gradually be-
come more product or service focused.

Mapping out the buyer’s journey is crucial in order to create content that is relevant both to your buyer per-
sona as well as your business and gently guides them towards choosing you.

Awareness Stage
‘The Problem’

Goal: 
Attract and Educate

How: 
With Helpful Content that is Easy 

to Consume and Share

Types of Content:
Short Ebooks, Infographics, 

Checklists

Consideration Stage
‘The Solutions’

Goal: 
Offer Solutions

How: 
With Higher Value Content

that Solves Awareness Problems

Types of Content:
Longer Ebooks, Research Findings, 

Webinars, Case Studies

Decision Stage
‘The Sale’

Goal: 
Persuade that You’re Better

How: 
With Methods and Approaches to 

the Consideration Solutions

Types of Content:
Product Trials, Demos

Free Consultations
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3. Create a content plan 

The further someone goes through the buyer’s journey, the more personalised and targeted the content and 
the touch points should become. 

When developing your content plan, it’s not just about blog posts. It’s about creating different types of 
content that suit the respective buyer’s journey stage and that you can put on a landing page and ask the 
person’s contact details for in order to get this offer. 

This is how you generate leads. It’s an exchange of value – you offer your visitors useful content, they rec-
ognise its value and are willing to fill out the form to give you their email, name and other information in 
exchange for it.

Ideally, you want to have a content offer for each of the stages of the buyer’s journey to create a holistic cam-
paign that answers all of your buyer persona’s questions. For each content offer, plan at least two blog posts 
with Calls-To-Action to promote it, multiple social media posts as well as several nurturing emails.

4. Promote your content

Even with the best SEO, just publishing the content and expecting people to come doesn’t work. You need 
to heavily promote it to drive traffic and engage with people. 

Don’t stop at simply sharing your content once after you publish it. Your content starts performing and rank-
ing a month after publication. Schedule some social media posts for the future and make sure you leverage 
your evergreen pieces. Why not even try native advertising?

And don’t make the mistake of just sharing your blog posts. Promote your landing pages too.  

5. Nurture your leads

The beauty of developing content offers for each of the stages of the buyer’s journey is that you can use 
them to create personalised emails to engage further with your leads. 

For example, someone stumbles upon an Awareness stage blog post on your site, they click on the Calls-To-
Action to your landing page, fill out the form and become a lead in your contacts database. 

You wouldn’t want to stop here. This person is clearly interested so you should nurture them further with 
personalised emails, giving them more valuable content such as Consideration stage blog posts or offers 
until you get them to Decision. After that, you continue to delight them with more advanced and educational 
content. 

With such a personalised approach, you can effectively track what works and what doesn’t. 

6. Measure results

Measuring results has always been PR’s biggest challenge. Inbound PR allows you to not only drive tangible 
results but also track them. 

With a good software in place, you can see what sources bring you the most traffic, how your landing pages 
are converting, what your email open and click rates are and how many customers you are generating from 
their first touchpoint with you till the last. 

Being able to measure the effectiveness of your activities allows you to continuously improve and justify the 
time and effort spent doing your own inbound PR. 

Using the inbound marketing methodology to turn strangers into customers and promoters of your business 
is a powerful way of practising what you preach and creating highly targeted content that drives real results. 
Are you ready to become your own best client? 
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Iliyana Stareva is a Channel Consultant at HubSpot, helping partner agencies grow their businesses with 
inbound marketing and position themselves as thought leaders in their fields. She spends her free time 
dancing salsa or writing about PR, social media, communications and sustainability, expertise gathered from 
years of agency experience working for PR and social media consultancies in Germany and in the UK.

Twitter: @IliyanaStareva 
Online: www.iliyanastareva.com/blog

https://twitter.com/IliyanaStareva
http://www.iliyanastareva.com/blog
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H O W  T O  A T T R A C T  T H E  R I G H T 
T A L E N T  F O R  Y O U R  B U S I N E S S  –  A N D 
H A N G  O N  T O  T H E M

#FuturePRoof

Sarah Leembruggen

You’ll learn:

• The blueprint for excellent job performance

• How to identify high performers at the interview stage

• Ways to engage with employees in order to retain them

The success of your business depends entirely on your ability to attract and hire great people. Having 
a	thorough	and	well	thought	out	hiring	process	is	the	only	way	you	can	guarantee	finding,	keeping	
and developing top performing employees. 

So where does the search for top talent begin?

Under pressure to fill an empty seat, too many businesses neglect the highly accurate and extremely useful 
process of job benchmarking in their search for new talent. Big mistake! 

Start by speaking to the recruitment professionals who are specialists within the sector so that they can help 
you clearly define the position and salary and identify its key requirements.  Rank the identified requirements 
in order of importance to elicit the competencies, values and behaviours that the candidate will need in 
order to perform the job at the highest possible level.  

With the job benchmark in place, and by spending time writing a job brief and establishing who the candi-
date needs to be in order to meet – and ideally exceed – those expectations, you effectively begin with the 
end in mind and therefore do a better job of hiring and retaining the right people.

CHAPTER 28
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How do you go about benchmarking salaries? 

By offering a position with a salary range that’s completely misaligned with the rest of the market, you risk 
missing out on the best talent not to mention looking rather foolish.  Salary benchmarking is vitally important 
to the hiring process, employee engagement and ultimately the long-term success of your business.

Always refer to a recent reputable salary survey for a detailed insight into salaries, bonuses and benefits and 
speak to an expert recruiter to ascertain if you are paying your team what they are worth.  Do this every time 
you make a new hire and update your team’s salaries every 6-12 months as the market changes rapidly and 
figures will soon go out of date.

When you spend time benchmarking as well as preparing a detailed job brief, giving thought to the be-
haviours required and what’s important, the pay-offs are invaluable. You are highly likely to have found the 
perfect fit for your team. 

What is the blueprint for excellent performance?

Truly great job performance requires a mix of behaviour, attitude and action so a structured recruitment pro-
cess with set questions around the key areas that are important to your business is an absolute must.  

Assume nothing and formulate questions around the traits and behaviours that will work well with your team 
and are aligned with your company values.  Invest time putting together questions that are unique to your 
business needs and you’ll get the best people. 

The PR industry falls down by frequently hiring around skills, relevant experience and performance only.  The 
model below shows the six areas that you need to test in order to find a high performer.  Don’t be tempted 
to cherry pick certain areas under the assumption that you are already sold on a candidate’s level of intelli-
gence or motivation.  

Intellectual Horsepower

D
ifficult to C

hange

Ea
sy

 to
 C
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ng

e

There are no exceptions – you need to measure all of these areas every time you interview as some are really 
hard to change.  Intellectual horsepower, values and motivations are the hardest to change so questioning 
and testing thoroughly around these areas are vital.  

In short, if you understand what’s important to someone in their career and what gets them out of bed in the 
morning, you are more likely to secure a better fit for the role.  

While you can formulate questions to address each of these areas directly, intelligence and motivation can 
also be assessed via psychometric testing.  A psychometric test will provide measurable, objective data 
that can give you a better all-round view of a candidate’s suitability as it uncovers hardwiring that cannot be 
gauged in an interview situation.

The PR industry could use tests much more.  For example, verbal and numerical testing will give a good indi-
cation of a candidate’s ability to process information while working to a time limit.   

How do you identify the high performers?

You have set the benchmarks for the role, the salary and identified the traits and behaviours that will bring 
in a high performer.  You’ve carried out various tests to measure intelligence, and questioned around values 
and motivations.  But it’s still vital to assess a candidate’s skills.  

While most employers can assess skills fairly accurately, this is by no means an excuse to throw together a 
few tasks for the candidate moments before the interview, or think that because you are interviewing a se-
nior-level person, you don’t need to set them a practical task. 

To assess skills and experience successfully, writing tests and presentation tasks that are appropriate to the 
role will help you gauge future performance.  And remember – these are fundamental at every level. 

What	kind	of	questions	will	measure	these	all-important	areas?

For senior PR roles, questions that measure levels of influence, solutions focus, motivation, relationship build-
ing skills and taking ownership are crucial to the hiring process. 

Example	questions: 

Influence
Please can you tell me about a time at work when someone said no to something you wanted?
 
Solution focused
Please can you give me a recent example of a campaign that did not go to plan?

Values

Motivations

Behaviours

Skills
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Relationship building skills
Please tell me how you get to know your internal/external stakeholders.

Motivation 
Describe a time in your career when you worked the hardest and felt the greatest sense of achievement.

Taking ownership
Please could you tell me about a time you handled something at work that’s not normally part of your role?

Interview questions should be created prior to the interview and never forget to grade the answers. This 
helps remove subjectivity and focuses only on the answer and not how likeable the person in front of you is. 
The same questions should be used each time. 

Once you’ve built a really solid team, how do make sure they stay on board?

After going to considerable trouble and expense to identify, interview and hire the best possible people, you 
want to make sure you retain them.  You need to make it a priority to understand what engages employees 
during all stages of the employment cycle – from recruitment to training to performance assessment and 
beyond. 

Carry out an employee engagement survey at least once a year – this will tell you if employees are happy 
and provide valuable feedback about the core issues within the team.  

Career progression is key to job satisfaction and often the number one reason why people move on, so give 
your employees a crystal clear career path.  If they are aware of what they need to do in order to move up, 
they will stick around. Empower all employees to do their very best by giving them opportunities to take 
ownership of their roles. 

There should also be a mutual understanding of values – talk about this every six months and be sure to ask 
employees what you, as an employer, can do to help them in their job.

Don’t neglect the office culture – a happy team equals better levels of productivity and great results.  Nur-
ture an environment in which the team reward and praise each other.  Employees who have a purpose and 
feel valued will promote retention.

Ultimately, savvy Global Heads of Comms and Agency CEOs know that success begins with the right people 
in the right roles.  The single most important thing they will do at work is hiring those people.  By dedicating 
time, effort and consideration to the hiring process, the team and the company culture, the result is a happi-
er and highly productive workforce with eyes on moving the business forward.  

Sarah Leembruggen (MD) is an Executive Search Consultant and owner of The Works Search.  The busi-
ness is 18 years old, specialises in PR and corporate communications and is one of the leading players in 
the market.  Sarah places the most senior comms professionals in-house, conducts a well-respected annual 
salary survey and supports some of the biggest brands in the industry with team benchmarking and interview 
coaching.  She actively supports Smart Works, a charity helping low-income or disadvantaged women secure 
employment. 
  
Twitter: @SLeembruggen 
Online: www.the-works.co.uk

https://twitter.com/SLeembruggen
http://www.the-works.co.uk
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T H E  F R E E L A N C E  E C O N O M Y :  F R O M 
R E V O L U T I O N  T O  E V O L U T I O N

George Blizzard and Nicky Imrie

You’ll learn:

• The opportunity for public relations practitioners looking for work outside of a traditional in-house or 

agency role

• How organisations can better manage team workload and resource by employing freelancers

• Ten of the top tools for managing a ‘virtual’ agency with dispersed team players

A brave new world

There are now 1.4 million freelancers in the UK with over 14% growth year on year and 8.9 million in Europe 
– making them the fastest growing group in the EU labour market.  

In 2014 we attended an event at Number 10 (Downing Street) hosted by Enterprise Nation looking at how 
to embed freelance and flexible work practices into corporate life. Some predict that doing this will add as 
much as £21 billion to the British economy alone. The government is taking note.

In 2005, we set up The PR Network to create a professional network of senior communications consultants 
collaborating to support a range of blue chip and start up clients. We have been managing dispersed teams 
across counties, countries and continents successfully ever since. 

We see three main drivers behind this growth and the viability of the ‘dispersed team’ as an option for small 
and large brands: 

1. The “Third Way”

A few years ago the main choice for professionals serious about their careers was to progress up the agency 
ladder or head for a comms board level role.  However as freelancing becomes accepted as a valid and cred-
ible career choice, the quality of the freelance workforce has vastly improved as talented individuals swap 

CHAPTER 29
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permanent roles for a freelance career to gain control over their work / life balance and the type of work they 
do, when and for whom. 

These people have run agencies and directed large communications teams. They’ve got a wealth of experi-
ence to offer companies that need external support, but they don’t necessarily want to work in isolation and 
they definitely don’t want to compromise on the quality of opportunities. 

2. Trend to project-based budgets 

Freelancing has become more viable as changes have occurred on the client side of how PR budgets are set 
and managed. We’ve noticed a shift away from a retainer model towards a flexible, project and outcomes-
based approach across clients of all sizes. This was partly driven by the recession and its fallout in 2008, often 
forcing a change in mindset client side. 

Moving to a project-only model, or a halfway house incorporating a small retainer for press office activity 
supplemented by large strategic projects, allows the PR team to support the business as needs change 
throughout the year and keeps agencies on their toes, having to demonstrate outcomes and value for each 
project. 

While we love retainers for the security they bring, we frequently find that with a dispersed self-employed 
“workforce” delivering client programmes, we don’t have to worry about capacity planning or filling staff 
time with projects that are not a good match for their experience. 

The strength of the freelance model means we can engage consultants based on the brief and budget for a 
project, but with total transparency on both sides and no fear about the dreaded O word (over-servicing!).

Another area where a project-based, flexible approach using freelance teams works best for the client is 
international PR. This is often because the budget is disproportionate with the true cost of hiring a tradition-
al agency in-market. However it is also a great way to test the water in a country without the cost and time 
required to source an agency partner. 

3. Technology enablers 

The rise of remote working and its acceptance within corporate culture has spawned the creation of a myriad 
of technology tools.  When we first set up in 2005, Skype was in its infancy and cloud computing was a glint 
in Google’s eye. Ten years on, as more firms are using dispersed workforces, we’ve seen the ‘death of the 
desk’.  It’s not just about connectivity and communication but about using the best technology to be accessi-
ble and to present a professional ‘shop front’ that competes at the highest level. 

As a “virtual” organisation with six staff and a further 1200+ in our global network, we’ve got a big appetite 
for finding and using the best technology tools out there. 

Here’s our current Top 10, which we are happy to recommend: 

1. Speek conference calling 
2. 4th	Office portal for team collaboration, info management and communications 
3. Receipt Bank app for expenses. Never post a receipt again!
4. Wunderlist app for managing mammoth to do lists. It got us sorted
5. Zoho set of business apps
6. Timetastic app for managing team holidays. Don’t lose track of who’s away when
7. Google Drive no explanation needed!
8. Signable cloud-based e-contracts system
9. Panda Docs online professional proposal generator 
10. World time buddy managing international call times

So how can you make it work in practice? 

We’ve talked about the importance of great technology to ensure our workforce is connected. The other 
aspect is of course people. A disparate network of people who work for themselves with their own agendas 
and on their own clocks can present a management challenge. 

We also find many of the people who join our network do so because they want to feel part of something 
and miss the collegiate atmosphere of a communications agency or department. This makes working culture 
very important. 

Harvard Business Review (HBR) lists one of the biggest concerns for global workforces as Social Distance - 
one of the greatest barriers for effective international teamwork.  

Social Distance is common in teams that are dispersed and complicated by multiple languages, time zones 
and locations.  Leadership is key in this situation and demonstrating and encouraging trust, confidence and 
supporting those who are working in a time zone and language that is out of kilter from others is critical.  

HBR refers to it as a combination of multiple marriages that all need love and nurturing – a bit like the 
Moonies!

Our experience has shown us that creating a PR hub based on the guiding principles of exceptional client 
service as the bedrock to all accounts, means teams know what they need to deliver when and in what 
format. Constant two-way communication that takes into account time zone issues and individual work prac-
tices ensures that expectations are met on all sides and any issues are flagged and dealt with early on. 

The path of true teamwork never runs smoothly – particularly when you are bringing together a team of 
international freelancers.  This was recently distilled by Gardner and Mortensen into 5 key lessons:
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1.  Commonalities
 Bring people together who have common interests and help them connect on that level.

2.  Shared goals
 With joint KPIs teams will become more collegiate.

3.  There’s no I in team
 Demonstrate what team work can achieve.

4.  Right resources 
 Check that everyone is working on the right tech platforms and has the same access to information.

5.  Personal tours
 Share personal background e.g. if you only communicate via Skype, take a few minutes to show where 

you are working

In reality, most teams in modern day PR teams (and across other sectors) are working in a dispersed environ-
ment. Remote and flexible working options are the norm and senior team members are frequently travelling 
or working from sister offices.  Freelancing is really no different. In our eyes, it’s the open lines of communica-
tion and establishing trust and respect which are the cornerstones to success. 

CASE STUDIES:

Senior PR consultant Nikki Alvey was the first associate to join our own network, following a career in large 
agencies and in-house.  She has worked on countless projects for us over ten years: 

“I joined The PR Network in 2005 after it was made clear that my in-house PR role was not available with 
flexi time. I was looking for a way to continue developing the career I loved, but without sacrificing time 
with my small children. I’ve since been able to build a successful independent consulting business and move 
into retail PR from tech, having delivered a number of retail projects. I’ve worked collaboratively with other 
associates and even though we are not in the same building (or sometimes country!) PRN makes us feel we 
are part of one team.”

Doyel Maitra, former deputy head of global communications at Viagogo, said,
 
“We have used PRN’s virtual model in markets where we needed short-term support for strategically import-
ant projects and in emerging markets where we wanted to test the waters without committing to a full time 
agency partnership. In both of these cases, we found the model to be flexible and cost-effective. We were 
matched with consultants who offered relevant experience in Japan, Colombia, Argentina, Costa Rica and 
the Netherlands. As the team was widely dispersed geographically, we agreed KPIs with our central hub 
and they took responsibility for quality control, project management (when we needed it for multi-country 
campaigns) and reporting.”

Sources

[1] Report by Professional Contractors Group

[2] According to IPSE’s report “Future Working: The Rise of Europe’s Independent Professionals”

[3] The Leadership Behaviours That Make or Break a Global Team, David Champion

[4] Collaborating Well In Large Global Teams, Heidi K Gardner and Mark Mortensen, Harvard Business Review
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George Blizzard and Nicky Imrie are co-founders of The PR Network, a global PR agency based on an in-
ternational consultant network that they began building in 2005. The PR Network works with Zipcar, Toyota, 
Disney, MasterCard, Experian and Ashridge Business School. George and Nicky are co-chairs of the PRCA’s 
Independent Consultants Group. 

Twitter: @prnetwork 
Online: www.theprnetwork.co.uk

https://twitter.com/prnetwork
http://www.theprnetwork.co.uk
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Jack Hubbard 
 
 

You’ll learn:

• How becoming the best employer can ensure you have the best team doing the best work with the best 

clients

• Why taking the time to know and understand your employees immediately improves productivity

• The rewards that come with placing people before profits

The game

Attracting and inspiring talented people to do awesome work is the basis for creating value in PR. 

The problem

1.  Traditional recruitment costs a fortune and you wind up hiring mercenary nomads who are great at inter-
 viewing but jump ship at the sniff of a salary bump.

2.  Staff turnover is a killer. New people need time to adapt to ways of working and establish relationships.

3.  Traditional management styles don’t work. Boxing people up in space and time and getting them to 
chase numbers across spreadsheets with repetitive tasks is tantamount to modern day slavery and drives 
your people away.

CHAPTER 30

B U I L D I N G  A  M O T I V A T E D  T E A M : 
T H E  D R E A M  H R  M A N I F E S T O
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The solution

To win the best clients and do the best work you need to field the best team. To do this you need to be the 
best employer.  

Call it karma, what goes around comes around, you get out what you put in, or any one of a thousand clichés 
- the only way to get your people to really care about the company is by getting your company to really care 
about them.

Business leaders must to stop chasing money with business process tools and instead pay attention to the 
human condition; what it means to be alive. People are not born to serve business, business was created to 
serve us.  To improve our lives in some way is why we work, but what does that really mean?

People want to be happy, healthy and free from pain, stress, anxiety and depression. They want to learn, 
grow, contribute and be free. They want to have and share wonderful experiences and meaningful relation-
ships. They want to create all these things for the people they care about. These are the things that really 
make life better.

If your business is driven to max up on all this good stuff for your people, then you will attract and retain 
great people. It will help them realize their full potential in their work.   

Best of all, it will fill business leaders with happiness and a real sense of purpose.

The proof

At Propellernet we don’t pay recruiters and our good people never leave us. We employ just 60 people and 
make a net profit of 20% on a turnover of £4m million, despite substantial investment in dream based inno-
vation projects.  

Only 80% of employee time is billed to clients leaving 20% for dreams, personal development and innova-
tion.  

I talk to people about their dreams and look for opportunities to make their dreams happen in ways that 
create both business and lifestyle value. I call it bucket list business planning and it’s been a revelation.

I used to set financial targets and chase them across spreadsheets never quite catching them. Now I hire 
amazing people and produce their dreams. When you focus on making life better, people really show up and 
the money follows.

I bought a dream machine. A giant yellow eighties gobstopper dispenser packed full of dreams. When we hit 
target, we make a dream come true.

• We sent Alan across Africa on a motorcycle
• Steve and Jim flew to Rio for the football world cup
• Carla took her family on a luxury ski holiday
• Helen and Andy are off to Vegas to renew their wedding vows
• We invested in Gary and Dan’s tech startup idea www.coveragebook.com
• Stella and Laura are giving back to the PR industry that raised them 
 www.coveragebook.com/resolution
• Sophie C has adopted a wild dog in Namibia www.wilddogsafaris.com
• Mark is taking his concept band www.weareredstars.com on tour
• Lauren, Rik and Nikki have joined Marks band
• Rik is also launching a health drink brand
• Eshe is making a cook book www.foodieeshe.com
• Sam is leading the Big Data Brighton smart city project
• Sophie T is becoming a published author www.sophietanner.co.uk
• Robin is writing a sci-fi screenplay
• Steve is developing a stand up comedy show
• I’m building a centre for dream led business innovation in the French Alps  

www.dreamvalleyprojects.co.uk 

And it feels like we are just getting started.

The dreams of our people start as a conversation, become projects, gather momentum and through some 
creative alchemy become the purpose, culture, product and profit of our business. 
 
Business is more successful when you stand for something real, and what better thing to stand for than the 
dreams of your people.

As word of our dream-powered business plan spreads, more smart loyal people join the queue to work at 
Propellernet, because smart loyal people have smart loyal mates. 

The rate of learning and innovation within our culture is phenomenal. Our creative powers are atomic. When 
clients need an edge, we never struggle to provide it.

Having a stable profitable business provides financial security for all involved but bringing happiness into the 
working lives of so many people is a much greater reward.
 

Take action

Instead of dreaming up financial targets and struggling to achieve them, dream up experiences worthy of the 
precious few moments you and your people have on this planet, make these your business objectives and 
then watch in amazement as your profits soar.

http://www.coveragebook.com
http://www.coveragebook.com/resolution
http://www.wilddogsafaris.com
http://www.weareredstars.com
http://www.foodieeshe.com
http://www.sophietanner.co.uk
http://www.dreamvalleyprojects.co.uk
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Jack Hubbard is CEO of Propellernet, founder of coveragebook.com and an entrepreneur in residence at 
Dream Valley Projects.

Twitter: @jackhubbard
Online: www.propellernet.co.uk

Throw out the business plan and curate a bucket list. Follow the dreams of your people and use business 
resources to get there.

Director James Cameron always wanted to do a wreck dive of the Titanic. The film was just an excuse to get 
the funders to commission his dive expedition. The fact that it went on to be the biggest blockbuster smash 
in history was just a side benefit. 

Branson flies rockets and sails yachts and consistently outperforms corporate competition. These are 
Big Business bucket listers, but they are also just people with dreams. People like you and me. And why 
shouldn’t we follow our dreams?

4 billion years, 9 million species and we bagged human in the 21st century. We hit the jackpot. Wake up and 
enjoy the after party while it’s in full swing.

We are not here for a long time, we are here for a good time, make it count.

http://www.coveragebook.com
https://twitter.com/jackhubbard
http://www.propellernet.co.uk
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You’ll learn:

• How to identify the difference between good and bad stress

• Solutions for dealing with ‘always-on’ syndrome

• Ways to encourage assertiveness and conscious collaboration within a team to reduce over-work and 

burn-out

Many PR agencies and comms teams survived the lean years by asking more of their people. Now is 
the time to ask - how can we develop more healthy and sustainable ways of working?

No one gets a job in PR or the media looking for a quiet life.

It can be a real buzz to be at the centre of a developing story. Or watching Twitter as an idea that originally 
emerged from your team catches the collective imagination and sparks across the screen.

A bit of stress is good for us in this respect – energising and sharpening our cognitive functions.

But what happens when stress overtakes the fun element for those in communications? When it starts to feel 
that the news juggernaut, weight of client/management expectations and relentless waves of digital chatter 
are crushing you?

PRCA research last year found that almost half of PR people are more stressed than they were a year ago, 
with over a third reporting that they’d experienced mental health difficulties like depression or anxiety – 
significantly higher than the 25% of the general population who say the same.

Stress can arise from both external and internal sources (often, these influence each other).

Conflict within a person’s self, irrespective of what is going on around them, can prompt problems. For 
example, a need to please, instilled from someone’s early relational experiences, can clash with their need 

#FuturePRoof CHAPTER 31
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for adequate relaxation, nourishment and freedom.

Add on external factors and this can result in staff feeling increasingly distressed (but often desperately trying 
to maintain an outer façade of resilience). 

What’s the most important thing you can do to minimise this kind of staff burnout? Let them know it’s OK to 
ask for help.

Let’s look at two issues specific to working in PR that can elevate stress levels and a few suggestions that can 
to help alleviate the pressure.

1. Reactivity (AKA Surgically Attached To My Smartphone Syndrome)

A couple of years ago I wrote an article for PRWeek [1] on the dangers for PR people of being ‘Always On’. 

It attracted one of the biggest responses from readers I could remember. Most people agreed that PR 
people were only really off duty when they were sleeping (and sometimes, for those working on global busi-
nesses, not even then).

The ubiquity of the smartphone means there is nothing to prevent PR people from being always available. 
Over the years I’ve heard some colourful examples of this, from the comms director who juggled cooking 
the Christmas turkey for her family with handling a corporate crisis, to the freelancer who was still taking calls 
while in the early stages of labour.

But this isn’t just about handling crises – the ease by which you can access social media with the smartphone 
means that many PR people are constantly scanning the digital horizon. 

What might have begun as a way to fend off corporate threats has in many cases become something verg-
ing on addiction to seeing the freshest posts, blogs and tweets about the brand which you are guarding or 
developing. A PR-specific #FOMO (fear of missing out) [2].

This has a variety of implications. Friends and family can tire of playing second fiddle to a fascination with the 
screen. This is particularly significant for all the senior women who leave the industry when they have chil-
dren.  

A lack of ability to have any boundaries between work and leisure can impact on your ability to hold the 
boundaries in other aspects of your life. And it can also lay the ground for some chronic anxiety disorders 
because habitual checking breeds a feeling that digital disaster is around every corner.

So what’s the answer? Clearly the digital world is not going to get slower anytime soon and PR people are 
employed to help their clients/colleagues navigate it. 

One potential solution has emerged from a research study at the Boston Consulting Group [3]. 

Researchers found that many workers felt like they were permanently on-call (sound familiar?). They 
compared this with doctors, who at least have times when they are officially off duty. So the BCG workers 
were encouraged to work in teams to arrange tasks so that each one of them had at least one evening a 
week of ‘Predictable Time Off’. 

Results were clear – job satisfaction rose sharply and clients noticed no difference in service.

2. Agreeing to (and then trying to achieve) the impossible

“No” is a dirty word in PR. 

Most Account Executives pick up the idea pretty quickly that their success seems to hinge on whether they 
can deliver the comms equivalent of the moon on a stick should their client/boss require it. I even heard of 
an agency once that was called “Yes”.

Not that I’m knocking the kind of ambitious, tenacious positivity that makes your client/brand famous. A 
can-do attitude often gets you very far in PR.

But sometimes, unrealistic demands can get pushed down the PR foodchain out of a desire to keep a client 
happy, or an inability to take the time to reflect on the wisdom of the task (i.e – “I was really hoping that we 
could get the cover of the FT with our widget launch”).

Crucial questions of whether a particular piece of coverage/strategy/media target are appropriate, effective 
or realistically possible given restraints of time and budget are often lost in the melee.

This has obvious implications for agency finances and brand strategy. But less obvious are the effects on the 
wellbeing of the person who has to vainly attempt to hit this target, while knowing it is either unattainable or 
ineffective. Having no control over your work tasks is a frequent cause of stress.

One way to head off this syndrome is to facilitate a culture of assertiveness within your organisation. 

In cult US political TV programme the West Wing, the President’s advisors would encourage new colleagues 
to ‘tell truth to power’ – i.e tell the President they believed he was wrong – in the interests of democracy. You 
can take a leaf from the book of Bartlett et al by empowering staff to know that sometimes, it’s OK to say no.

I can hear an industry-wide intake of breath. This isn’t about telling clients where to go in a fit of pique. 
Neither is it about encouraging ambitious graduates to protest about a task that they deem too dull.

But it is about being OK with the concept that people can question what is asked of them, backed with some 
guidance on how they should do that. They could start by asking themselves these three questions:

http://www.prweek.com/article/1220465/dangers-always
http://www.urbandictionary.com/fomo
http://business.time.com/2012/05/17/how-to-stop-sleeping-with-your-smartphone/%20


223 224

• Can I (possibly with help, or by stretching myself) do this?
• Do I have, or could I make, time to do this?
• Will I/we be paid adequately for me to do this?

Three no’s in answer to these should set some alarm bells ringing and prompt a referral to a manager for 
support.  Maybe you’ll still conclude the task is worth doing. But the time taken to reflect on it sends an 
important signal to your staff that their wellbeing is important.

Encouraging assertiveness in your people and some conscious collaborating to ensure everyone can be 
‘off-duty’ are two ways that the PR industry can start to tackle mental and emotional overload.

Making this work in PR isn’t simple, as a culture of ‘busy-ness’ has developed in many areas as a by-product 
of all the cost cuts of the past few years. But it looks worthwhile as a long-term way of #FuturePRoofing the 
wellbeing of the workforce.

Claire Murphy is a writer and counsellor/psychotherapist, seeing clients near Kings Cross and in Kings-
ton-Upon-Thames. She spent over ten years as an editor on PRWeek.

Twitter: @clairedotmurphy 
Online: www.clairemurphy.co.uk

Sources

[1] http://www.prweek.com/article/1220465/dangers-always

[2] http://www.urbandictionary.com/fomo

[3] http://business.time.com/2012/05/17/how-to-stop-sleeping-with-your-smartphone/

*The MIND website is an excellent source of insight on symptoms of common mental health difficulties and treatment 

options:

http://www.mind.org.uk/information-support/types-of-mental-health-problems/depression/symptoms

*Panic attacks bring frightening physical symptoms that can seem out of control. This site offers helpful explanations of 

what happens and how you can calm yourself:

http://www.nopanic.org.uk/beginners-guide-anxiety/

https://twitter.com/clairedotmurphy
http://www.clairemurphy.co.uk
http://www.prweek.com/article/1220465/dangers-always
http://www.urbandictionary.com/fomo
http://business.time.com/2012/05/17/how-to-stop-sleeping-with-your-smartphone/%20
http://www.mind.org.uk/information-support/types-of-mental-health-problems/depression/symptoms
http://www.nopanic.org.uk/beginners-guide-anxiety/%20
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The business case for diversity

For a trade recognised for managing relationships and enhancing reputation, it seems the PR industry 
requires some PR of its own when addressing the crucial issue facing diversity - or lack of it - within the 
industry itself.

From the melting pot to the salad bowl, the ever-globalised marketplace should be a harmonious homogeni-
sation of our heterogeneous society where multiculturalism; social, cultural, sexual, physical, is the epitome 
of utopic communication and expression, generating revenue and catalysing fiscal growth.

But what actually is the business case for diversity?

Gender imbalance

At the core of diversity, lies the eternally prominent gender debate. Figures show that as an industry, PR is 
one of the highest female-dominated sectors, with at least three quarters of graduates studying the disci-
pline. According to CIPR's Annual State of the PR Profession Survey [1], 65% of whom go on to work in 
the field.

Logically, these stats should dictate the saturation of women at Director-level and in Executive roles but the 
reality commands otherwise. The imbalance in fact, appears to take over as one rises in seniority. 

Farzana Baduel

You’ll learn:

• What organisations have to gain from employing a diverse workforce

• Where to start when seeking talent from Black, Asian and non-White ethnic minority backgrounds

• Why the public relations industry has a duty to open up greater opportunities to those restricted by their 

socioeconomic status

CHAPTER 32

http://www.cipr.co.uk/content/policy-resources/research/cipr-state-profession-2015%20
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With an astounding lack of women at board level positions, men are the ones who are overwhelmingly in top 
leadership roles. The Women on Boards Davies Review Annual Report 2015 [2] shows that only 8.6% of 
women are Executive Directors at FTSE 100 companies.

Ultimately, this jaw-dropping gap is widened due to conflicting demands made upon women, from work, life, 
home and social pressures. According to Fortune, the key to success is in the art of balance and embracing a 
clear work-life integration.

A true commitment to supporting women in powerful positions must come from businesses firstly accept-
ing diversity and subsequently, taking steps to be proactive rather than reactive to this change. Balance is 
achieved through various factors, perhaps the most relevant being flexibility. Flexibility equals the ability to 
retain staff and increase productivity at the same time: a win-win situation.

Giving women the opportunity to choose their hours, especially during the school holidays without pressure 
is highly advantageous. Giving senior level practitioners the choice to work part time or, shorter hours and 
scheduling to make up time without the fear of being fired, is all part of nourishing diversity and promoting 
organic growth. Everyone knows a happy employee is a hard working employee.

Another way to give women a support system and a real opportunity to be even greater is through access to 
action-orientated networking groups which seek to leverage professional skills. 

From building the pool of female board members and role models to raising awareness of the issues 
surrounding inequality and setting measurable targets with the aid of government policies - joining network-
ing groups promotes women in leadership roles.
 

BME	inequality

According to the latest PRWeek/PRCA Census [3], most recent figures indicate that only 8% of PR practi-
tioners are from an ethnic minority background. 

With these rather deflating numbers, the case for promoting diversity remains a strong focus. 

According to the New York-based Center for Talent Innovation (CTI) Studies [4], research shows that 
those teams with one or more members representing the diversity of the team’s target consumers are far 
more successful in effective innovation, brand building and understanding their audience. 

More and more, we are seeing BME figures heading hugely successful firms.

Creative Access [5] is one company pioneering this effort from the bottom up. Working to address the issue 
of accessibility, they look for talented people from Black, Asian and non-White minority ethnic backgrounds 
to fill internship places at the UK’s top media organisations. 

With their powerful philosophy being ‘media cannot reflect society, if society is not reflected in the media’ 
Creative Access is a good practical place to begin.

Socioeconomic factors

Public relations is undoubtedly a career which provides a rich and fulfilling platform. However for some 
high-calibre individuals, this opportunity is one which is often inextricably interlinked with restriction due to 
socioeconomic background. Entry into PR roles are underpaid at best and unpaid at worst.

This imbalance is one which constricts an industry that prides itself on innovation and growth. Elevating 
the stereotype and holding back all those who are unable to afford to work for free is an issue that must be 
addressed at a grassroots level. Widening the pool attracts a greater level of quality candidates and better 
business evolution.

Undoubtedly, raising awareness is the first step in improving this poor record and encouraging diversity into 
public relations, an industry worth almost £10 billion. 

Businesses must do more to ensure their workforces are represented in order to truly reap the rewards. 
Paying interns is a step towards inclusivity, giving those from underprivileged backgrounds an opportunity to 
excel without the added burden of paying to work and getting their foot in the door. 

The lack of diversity in the industry is an issue when creating authentic and impactful campaigns to reach 
sectors of the community that we may have no contact with ourselves. You must understand your clients and 
their target markets to influence them effectively.

Final thoughts

Cultivating diversity requires tolerance and meritocratic working environments where individuals are able 
contribute to not only a company’s good fortune but also its culture. 

Diversity gives companies a unique competitive advantage providing different perspectives, life experiences 
and knowledge when working across international markets.

We must encourage this uniqueness and collaboration, inspiring each individual to use his or her distinctive 
strengths to coexist. One must place precedence of professional interests over moral grounds when hiring 
the right candidates, however the business case for diversity is undeniable.

Ultimately, diversity requires a long-term commitment to positive practices and a real dedication to a shift 
in perception towards equality. This is essential to understand the colossal benefits a multicultural workforce 
adds. 

https://www.gov.uk/government/publications/women-on-boards-2015-fourth-annual-review%20
http://www.prca.org.uk/product.asp%3Fcid%3D1%26pid%3D3183
http://www.talentinnovation.org/
http://www.creativeaccess.org.uk
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Imperative in business strategy, diversity adds profitability beyond that which can be simply measured finan-
cially – the idea of value. Challenges must be considered as opportunities to leverage goals and vision.  
Diversity breeds diverse ideas, it opens mind and broadens horizons. It is the future of public relations.

Farzana Baduel is Founder & Managing Director of Curzon PR, a strategic public relations and communica-
tions agency with offices in London, New York, Dubai and most recently Delhi. Previously, Baduel served as 
Vice Chair of Conservative Business Relations.

Twitter: @farzanabaduel  
Online: www.theprbible.com
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C H A P T E R

3 3
Sarah Hall

You’ll learn:

• The role every public relations practitioner has to play in the drive towards gender equality

• Where to access the latest policies and best practice guides 

• Ten steps to introduce that will help achieve parity in public relations

#FuturePRoof

M I N D  T H E  P A Y  G A P : 
H O W  T O  A C H I E V E  P A R I T Y  I N  P R

UK	business	has	a	major	issue	with	equal	pay,	with	women	working	‘for	free’	for	1	hour	and	40	
minutes a day according to research by the Chartered Management Institute and XPertHR [1].	 In	
female-dominated industries like PR, the problem is even more acute. Parity in the workplace can be 
achieved: here are some steps you can take to make this happen.

In July 2015, the Conservatives announced plans to force large companies to publish the difference in earn-
ings between male and female staff in a bid to ensure equal pay.

Currently in Britain, female workers are paid on average 19.1% less than their male counterparts and this 
applies across both full-time and part-time positions, according to the Office of National Statistics.

While the stringent new regulations will only apply to those employing more than 250 staff, it’s a step in the 
right direction. Gender pay transparency is one sure fire way to creating a fairer job market.

Management teams need to be accountable for the recruitment and reward measures they put in place if 
parity is to be achieved and then maintained.

Publishing salary data means directors have nowhere to hide and forces them to deal with discrepancies.  

CHAPTER 33
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Change can be fast and effective

Despite the change in law not coming into effect until 2016, there are a handful of UK businesses already 
committed to this course of action. Their results underline how quickly change can be effected.

Take PwC, which in November 2014 was the first in its industry sector to undertake and publish pay gap anal-
ysis after two years reporting its diversity targets.

It identified an immediate issue with the balance of senior talent and trebled the number of female internal 
promotions compared to the previous twelve months. A lack of women in senior positions often plays a size-
able part of the pay gap.

The top four accountancy firm also introduced a range of initiatives that help its people achieve their poten-
tial, from Board level mentoring schemes, women’s leadership programmes to diversity training.

While emulating its now annual equal pay review may admittedly be beyond the capabilities and cost base 
of many smaller companies, PwC’s best practice and forward-thinking stance is one we can all learn from. 
Employers should look to follow suit.

Sadly it’s hard to name one employer in the communications business focusing on the problem in this way.

We can’t wait any longer

It’s a critical issue for the PR sector and one we need urgently to deal with.

For close to two years now, gender parity and the pay gap has been a key policy area for the Chartered 
Institute of Public Relations (CIPR).

Its State of the Profession Survey identified a salary discrepancy of £8,483 in favour of men. This cannot be 
explained by any other factor such as length of service, seniority, parenthood, or a higher prevalence of part-
time work among women. 

It’s a sobering thought when over two-thirds of practitioners in the profession are female.

This major disparity is compounded by the problem of senior female talent dropping out after maternity 
leave. Many practitioners cite being unable to balance work and life pressures.

It is imperative we break down the barriers that prevent women progressing in the workplace.

Policies are in place

Some work is underway. In 2014 the CIPR teamed with Sheila Wild from the Equal	Pay	Portal	[2] to look for 

potential solutions to the issue and provide policy direction.

The return to work process was identified as one creating issues for employers and employees alike, resulting 
in the production of ten practical best practice guides [3] developed with the help of The Talent Keeper 
Specialists.

From handing over and keeping in touch through to role renegotiation, the toolkits help those involved find 
a solution to suit all parties.

The CIPR’s production of nine	recommendations	for	enabling	flexible	working	in	PR	[4] has also been 
useful in making strides forward.   

Aimed at helping employers manage the shift to a round the clock service provision as dictated by 24/7 
online and offline media, while delivering work-life balance for staff, the guides are equally beneficial in help-
ing parents achieve hours that are better suited to managing both work needs and childcare.

Useful as they are, the next step with these guides must be to replace the word flexible with agile. While this 
might seem a small difference, it’s not. Using non-discriminatory language is critical in the movement towards 
equality in the workplace.

Agile working is seen to be about keeping pace with the way the working environment is changing, as well 
as a way to help staff strike a balance between work and home.

In contrast, flexible working is tarnished with being something that in the main only working mums want and 
need, with a lack of commitment almost implicit within this. Changing perceptions is part of the answer and 
it’s something everyone can help with.

It’s	also	a	question	of	skillset

The truth of the matter is that the gender pay gap will only become a thing of the past when all organisations 
have to publish salary data to show they are complying with legislation.

Employers can make a big difference however if they are prepared to be ethical, honest and employ best 
practice.

Human resources is a case in point. A serious issue with pay in the PR industry is a lack of experience by 
those managing people and performance.

Outside of the largest agencies and public sector, the industry is dominated by SMEs where the human 
resources (HR) function is often managed by a member of PR staff. Internal or external HR specialists are 
rarely brought in.

Without best practice policies or the use of competency frameworks, it’s easy to see how and why the system 

http://www.equalpayportal.co.uk/
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fails without oversight of an expert eye.

It’s a business not a gender issue

The Government Equalities Office states that closing the gender pay gap could add 10% to the size of our 
economy by 2030.

This is most definitely a business not a gender issue.

A female-dominated industry like PR should be an exemplar to the rest of the UK. The challenge is for us to 
make it a reality. 

Ten steps for achieving parity of pay in PR

1. Be transparent with your pay structures
2. Use an HR specialist for your people and performance needs
3. Have a Board with an even gender balance (if deemed necessary only ever use quotas as an interim 

measure)
4. Monitor hires and promotions by gender and diversity
5. Adopt agile working as a business model and consider part-time and job share solutions, as well as 
 freelance support
6. Support parents in identifying and securing affordable childcare
7. Enable access to leadership programmes
8. Signpost to / deliver mentoring schemes
9. Normalise shared parental leave
10. Use language carefully – agile over flexible working every time.

Sarah Hall is a pioneer of best practice in the PR industry. The holder of the Chartered Institute of Public 
Relation’s Sir Stephen Tallent’s medal 2014 for exceptional achievement in PR practice, she has established a 
reputation as an ethics tsar and gender and equality advocate through her work with the Institute. Outside of 
her voluntary commitments, you’ll find her running her own PR and marketing business and being Mum to 
two small boys.

Sarah Hall
Managing Director
Sarah Hall Consulting Ltd

Mobile: 07702 162 704
Twitter: @Hallmeister
Online: blog.sarahhallconsulting.co.uk

http://www.managers.org.uk/mindthepaygapinfographic
http://www.equalpayportal.co.uk/%20
http://newsroom.cipr.co.uk/cipr-launches-new-series-of-guides-to-navigate-the-challenges-of-maternity-leave-and-return-to-work
http://newsroom.cipr.co.uk/cipr-launches-new-series-of-guides-to-navigate-the-challenges-of-maternity-leave-and-return-to-work
http://newsroom.cipr.co.uk/cipr-launches-nine-recommendations-for-enabling-flexible-working-in-public-relations
http://www.sarahhallconsulting.co.uk/
https://twitter.com/Hallmeister
http://blog.sarahhallconsulting.co.uk

