CLOUT G
RESULIS

A PR pro tells what ybu really need fo win friends and influence people—qff campus and on

BY KARLATAYLOR

comes doum (o results—not press releases, not

glossy publications, and certainly 1ot big stacks

of news clips.

Jackson, senior counsel with the public relations

[finn Jackson Jackson and Wagner, bas devel-

oped bis forceful views over 40 years of work on
changing and reinforcing attitudes on social and organ-
izational issues. In addition to teaching, writing. and lec-
turing, he's the editor of the neusletters PR Reporter and
Channels. He was named one of the three most respected
public relations practitioners in polls in 1982 and 1986.

Jackson, who lives in New Hampshire, offered bis opin-

fons on how to get the results so vital 10 getting clout dur-
ing an inferview in Washington, DC.

CURRENTS: How can a public relations profession-
al get clout on campus?

JACKSON: By generating the behavior the campus needs
—Dbccause behavior is really the only thing that matiers in
public relations.

After all, it's wonderful if everybody loves Siwash Uni-
versity, but | don't carc how many people love it unless
that love is reflected in behavior—in enrollment, in sup-
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port, in donations. That's the kind of hard-nostd public:
relations thinking that every institution should be heading
toward these days.

How ;"vidcsprca'cl is the sort of behavior-oricnted
thinking you're talking about?

I think this is a fair satement: All that most college public
relations offices really are is one-way publicity units. And
that's silly. That's like driving around in 2 Model T Ford
when we have faster, more cfficient, more comfortable cars
to ride in. It’s time that colleges and universitics ook a real
look at that.

In some places public relations is already changing, of
course. You could sumniarize the change as going from )
process, the technician viewpoint, to outcome, what wc're
held accountable for. There's a big difference. Process is,
“Well, we did the newsletter again this month.” Outcome
is, “Based on that newsletter, X number of people actually
did this or that.” .

Now, this kind of rigor is coming 1o cverything. These '
days in our college courses, we expect professors to be
able o turn out students who know things and can apply
them. We want the faculty 1o use the process of their
tcaching in the classroom to produce a learning outcome.

In public relations we've been using the process of do-
ing publications ind news releuses 1 kind of throw infor-




Which Is harder: PRor brain surgery?
No contest, Pat Jackson said during the in-
terview published below. His reasoning:
“Pr people have 1o deal with more varia-
bles than any other professionals. That’s
because if there are 40,000 people in your
campus public, there are 40,000 variables.
A brain surgeon may operate on 40,000
people, but every time he cuts into the
cranium, it’s the same. Sure he'll find
different diseases, but the pieces are all in
the same place. Try 1o find an issue where

the pieces don't change from day 10 day.
What's more, in PR you need 1o know psy-
chology, sociology, anthropology, munage-
ment theory, communication theory—the
list goes on and on. That's why PR is un-
doubitedly one of the most difficult fields
there is. And yet somehow administrators
say, ‘Oh, if you taught English or you have
a Ph.D. you cin ceruinly do public rela-
tions. There’s nothing 6 that! Anybody
can do it!” And that is idiocy.”

00 many
people in PR are 1ot
rigorous, managerial
people. Theyre
lechnicians, They

know bow o do a job;
Just as the janitor
sweeps, they write

Shown at right,
PR consultant Pat Jackson

mation out there, But we haven't been held accountable
for the outcome.

I think that these diys when the public relations people
or fund raisers come inand say, “\We had this wonderful
reception” or "We got this wonderful story,”™ 2 good col-
lege president should say, “Great, so what?”

Those are the words we ought 1o empower college ad-
ministrators with: “So what? What will that do for us,
either now or in the near future?”

So before your president can truly develop confi-
dence in you, you need to be able to prove that
you're getting results in one area or the other.

Exactly. We have a specific list of things that we know pub-
lic relations cun accomplish. And your president ought 1o
know that list and say, “What are you getting done?”

What’s on the list?

The first thing public relations can handie is the busic busi-
ness of awareness— publicity, promotion.

The second is internal motivation—improving ¢m-
plovee, st and faculty morale, tha kind of thing.

The third is to anticipate issues: what's coming down
the pike that we can dearl with now This includes being
able o Jook wt other campuses and think, for example,
“Animal rightsers are giving rouble at the university inahe
next own, Are we vulnerable? Could it happen here?”

The fourth is the Dip side of issue anticipation: opporta-
nity discovery, Because public relations people have one

foot inside the institution and one foot outside, they can
see opportunities in both the internal and external worlds.
Say there’s a toxic chemical leak coming down the river and
we have professors who know how to stop it. Or our pro-
fessors have discovered some new process that could have
a big payoff for the public. Public relations people need to
have their eyes and ears open to opportunity. Of course,
they need a receptive administration or faculty who want
opportunities, but you can only lead a horse to water.

Next?

The fifth thing is removing executive isolation. Administra-
tors sometimes just do not pay attention. I'm not knocking
administrators. It's tough being the university president or
provost or vice president—all that paper pushing, all the
meetings. But administrators do get isolated. And part of
the job of public relations is to force them to keep in
touch, to shove what's happening under their noses. That'’s
critical and has a real payoff.

The sixth thing public relations people can do is to be
change agents. Even though change is now everywhere,
getting people to change is rough. And that's why you
need to understand behavior. Public relations researchers
have got a whole body of knowledge on change tech-
niques—how you get people o change, how you smooth
the way, how you deal with catharsis in those who don't

“want 10 change but are forced 10.

Another thing that we can do is handle crises—when,
despite our best work, we didfi't anticipate an issue or we
just couldn’t duck it. We in public relations are the oncs
who can deal with the crisis and probably the only ones
who can keep our publics somewhat irt sync with us cven
though they’re hearing negative things about us.

Also, we at universities sometimes lose sight of our so-
cial responsibility. Like the corporation or anybody else,
we have to contribute to the health and welfare of our
community. Again, who should be constntly reminding
the university of that? Public relations.

Finally, managing the institution for success is only half
the job of management today. The other half is influencing
public policy so that it doesn't tie our hands while we're
trying to manage for success. Who helps an institution
manage public policy? Public relations.

So there's a list of things we in public relations can do.
And these accomplishments require rigor and argeting,
not soft fuzzies.

They're results-oriented.

Yes. They demand outcomes, not process. They require re-
search, strtegic thinking, the ability to truly counsel man-

agers and boards, to educate people across the campus that
hey, they're part of our relationships too. Because nothing's

-going to happen if you don't get at Jeast most of your

people singing from the same songbook.

I notice that on this list, promoting the college is
only one small element. Yet many presidents—and



CASE’s role in bringing rigor to PR.
P Jackson also has strong feelings about

what Cast can do 1o make PROmore results:

ariented. "Cast huas been far oo much a
ball plaver, just going along with the way
things are,” he said. Using et and persu-
asion, CASE could be alot more proactive.
The Public Relwtions Socicety of America
has codified the body of knowledge und
the relevant research findings that PR peo-

ple need o know. Cast: could use the por-

er education and show university adiminis-
trators swhere ivs viduable. Betwveen PRSA,
CAsE, and the rest of us, we can ceme up
with 11 sense of what the real job of pr is.
At the same time, when holding confer-
ences, CAsE shouldn't just teach people
how o write news e s. It should
teach how public retationships work or
teach the theories of motivation so people
will know how to motivate behavior. CASE
should teach the real bottom-line end

tion of this muterial that’s relevant to high-

product, not just this process stuff.”

PR people—think the PR office gets clout from a
scrapbook bulging with newspaper clippings.
What is the relative value for colleges and universi-
ties of seeking media coverage?

The value they place on the miedin is hugely overried.
Many university PR officers are operating on a mode! that
scholars in these same universitics have disproven.

The vilue of the news media today is really twofold.

First, if vou have something truly new that most people
don’t know about, the news media are an efficient way of
reaching lots of people. And second, if you know there are
people out there with an existing opinion that you want 10
reinforee, the news media are an efficient way.

Max McCombs, who's now the dean of the School of
Journalism at the University of Texas-Austin, did what is
probably the clussic report about the agenda-setting power
of the news media. He found thar if you've got something
new that vou want people to tlk about, then the news me-
iz ure tine. Notice right away that there's a risk, because
you don't knos which side people are going to come
down on and yvou may reinforee the ones who oppose
vour ideus. Bue at least you're going 1o stimukate debate.

AlcCombs went on 1o say that the news media tell us
onty what to think abott. But most universities act as if
they helieve the mediu tell us what to think, which tells me
that they have never done walid impact studies.

Now, mv firm does impact studies all the time for our
clients. We've been doing them for years. And let me tell
vou, we rarely use the medin, because they cannot do the
job mast of the time.

If what you say is true, then why do so many peo-
ple believe that media relations is the be-all and
end-all of public relations?

Probably the reason was best stated by W. Phillips David-
son, whose resciurch old of something called the third-
person eftect. He found that managers of institutions end
to do two things: first, keep up with the media, because
they want o know what's going on; and second, hang out
with like-minded people.

So when the president of Stwash has something in the
paper, he goes downtown and sees similar managerial
types and they say, “Oh, I'saw your swiff in the paper.” And
he savs,*Oh my God, everybody saw it . _

\What he means is, bés group saw jt.

Now, university after university goes on publicity cam-
paigns to bring in students even though it's been proven a
hundred times that spending that same energy and money
in a tocused fashion is more effective. You learn where
vour best feeder areas are and work through them with the
help of eredible individuals there.

But presidents and boards want their names and pic-
tures in the paper. They like it because their friends say,¢
“Hes doing great things.”

That's it mujor barrier 1o change. But we have to stop and
think: Why do we run this public relations oftice? To help
the president get his next job? Or wy help the university?
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Some people say that this is precisely why they’re
pressed to get the university’s name in the news—
because the px:csident wants to be in the papers.

Exactly. But there's ethics involved here, and I think college
public refations people need to stand up for their ethics.

The other barrier 1o change is that far too many people
in college public relations simply are not managerial per-
sonnel, not rigorous people. They’re writers or technicians.
They know how 10 do a job; just as the janitor sweeps,
they write. They send out press releases, they do publica-
tions, and sure, under the right circumstances, thosc may
be helpful.

But 1 have never seen a college—and this is my personal
experience over 30 years—I've never seen one where |
couldn'’t have cut the publicity and the publications in half
and been more effective.

What do you recommend instead?

A two-part system. We know this works based on scholarly
research and on case studies done over time.

First, you should find out who the people you need 1o
reach are and target them with your own materials. This
will put the issues in question on people’s agendas. The
news media may sometimes be part of this effort, but it’s
better if you have your own list of who the most important
people are and your own media—direct mail, newsletters,
that sort of thing—to reach them.

Second, if you want these targeted people 1o make 2
cdecision—t10 give money, to help persuade a student 10
enroll—you’ll have the most success through personal rein-
forcement, through peer group interaction.

e already do this in fund mising, where we start out
with mailings and maybe some publicity about our cam-
paign. Then what happens? Bam! We arrange for someone
to call potential donors up, to go see them. That is the
same model we need for dealing with issues, recruitment,
and 5o on.

So a university needs to target its publics and, within
each public, identify the opinion leaders it needs 1o work
on. Then, frankly, much of the time the university can for-
get the rest of the public. Because decisions get made
when opinion leaders go out and reinforce the positive
ideas, combat the negative ideas, and bring their own ob-
jective credibility to bear. This is 2 simple concept that's
been around since the mid-1930s.

You mention the importance of communicating
through your own media, yet you just said that
most colleges could cut their publications pro-
grams in half and do just as well.

That’s because much of what colleges publish—newsletters
and so forth—is done wrong.

Here's today's reality, and there’s a kind of proof of it in
the direct mail you get at home. Notice all the stuff that's
now printed on the outside of direct mail envelopes. The
senclers know that you have to communicate your messige

27



Quotability quotient.

Former Press Sceretary Laery Speakes” ad-
mission that he actributed fabricated re-
marks 10 President Reagan raiscs serious
questions about the limits of quottion,
says an article by Bruce Boston in the junc
Lditorial Eye newsletter. As Boston sces i,
“good™ quotes accurately reflect what i
person siid but can be corrected for gram-
mar or cut for space. “Bad” quolcs clearly
misrepresent the facts or the speaker’s in-
tenton. “Fuzzy™ quotes are those seem-

ingly harmless, made-up staicments that
can reasonubly be attributed to a speaker.
But, Boston says, these quotes can trap the
quotcr, the quoted, and the audience in an
uncomfortible space between truth and
deceit. To muike sure you're always cthical
when quoting, Boston suggests you get
approval for il quotitions—cven the most
routine ones—{rom the speiker.

to people while they're taking it out of the mailbox and
throwing it into the wastcbasket.

But most colleges and universities still act as if people
had lots of time, were poorly informed, and were going to
read what's available.

To have a chance of being looked at, a newsletter has to

be casily read and graphically attractive, with headlines that’

grab you. Then the articles have to tell the story clearly.
That way there's less possibility that the audicnce can miss
the message.

Let’s talk about a big factor in your two-step proc-
¢ss to getting results. You mentioned the impor-
tance of targeting the people who are most impor-
tant or most likely to respond to the university.
How do you target? Let’s say you haven't donc a
thing in this area. How would you start?

Therc’s only one way to do it: through rescarch. It's funny.
Often thesce research institutions——that's what all universi-
tics are, partly, rescarch institutions—do absolutely no re-
scarch on their public relautionships. They just throw the
message out there and assume it Lind and somebody will
respond. It's ridiculous.

What sort of research should you do?

It docsn't have to be fancy, costly academic rescarch. Find-
ing out who the opinion leaders are can be relatively sim-
ple. The casiest way is what's called a sociometric survey.
You ask a sampling of people, “If somebody in your family
was choosing a college’™—or rating colleges or going to give
mongcy to only onc college—'who arc the two or three
people whom you feel are knowledgeable about this?
Whose opinion would you trust?” You collect all those
numces and pretty soon you know who thosc peopie are.

For colleges these people you'll ask are often already
part of the college family, maybe alumai. It's casy 1o find
out who arc your 2lumni'’s opinion leaders. And those
opinion lcaders are the ones who then can turn on others
10 increase the number of spokespersons out there for
your institution. :

So a college’s opinion lcaders would probably be
alumni who were prominent or well known in
particular class. :

Maybe, maybe not. Being prominent and well known
docsn't mean you're an opinion lcader. It may only mean
you've made everybody clse in the cluss jealous of you.

How can you tell the difference between somcecone
prominent and an opinion leader?

There are five characieristics of opinion leaders. First, they
obviously have to have a following. Second, they are usual-
ly positive people, the type who say, “We'll find @ way.”
“Third, opinion leaders are activists. When they find a
way, they say;, “Let’s do it.” Fourth, they obviously have o

have an interest, a concern, in the subject, in the institu-
tion. And fifth, they not only have o have a following, but
they also have to really get around. Whether the following
comes to them or they go 1o the {ollowing, they have ©
have contact with others.

When you talk about it in the abstract this nuy sound
difficult. But it's rcully pretty casy to find out who the
opinion lcaders are.

In a way, you’d think colleges would have it easicr
than most to find opinion leaders, since the pri-
mary group to choosc from consists of alumni
whose names and addresses they aiready have.

Sure. But colteges can go far beyond that. Let's assumc you
have a good education school. Your opinion fcaders will
then be in the educational community, They're people
who may have no relationship with your university but
who muay be willing to become part of it

[ think therc's a lot to be said for working on leaders in
the area you're interested in and for getting lots of pecople
involved. They don't just have to be alumni. In fact, frank-
ly, « lot of colleges chioose the wrong alumni. We choose
thosc that are really willing, really anxious. Ofiecn—und any
alumni director could tell you this—those same prople
turn off everybody else. They're too gung-ho or they're :
little odd or they obviously have only this one great in-
terest in lifc.

Alumni arc casy, but we in public refations need 1o go

"’bcyond that, to be fur morc rigorous the wiy other dis-

. ciplines are rigorous. It's not that difficult 1o be rigorous,

" and when you are, you start getting better results, coing a

better job for your institution and for cducation. And that's
what it’s aff about.

"Do you think that public relations practitioners, c¢s-
pecially on campus, are becoming more results-
oricnted in their outlook and thus more likely to
get clout? <

Let me put it this way. 1 think that the cutting edge is there
now in college public relations. Just from my expericnce
over the pust five or six yeuars, I can name 2 couple of
dozen people heading programs that are really concerned
about this and really moving. And if I can mme two
Uozen, there must be hundreds.

But it’s up to us in public relations to get on that cutting
edge, 1o get those results. It's not the college presidents’
fault when it doesn't work. T know the typical public rela-
tions person says, “I've tricd to tell them.” Well, then, that
is a failure in our counseling skills. 1t's our fault because
we're the professionals, the ones the presidents look to for
help. We just have to find those mugic examples or words
or research or whittever that will persuade them that we
know what 10 do.

If we don't make the sale, if we don't convinee the ones
we're supposed to be counseling that we can get results, its
not their frult that they didn't buy: s our falt because we
didu't sell. ense
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