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Student Name:

Client:

Public Relations Program Organizer

This Organizer is designed to help you develop a public relations program for your class
project. It follows the classic four-step process discussed in the lecture and book.

The numbered items below correspond to the sections that should be included in your final
written proposal. The program planning process includes:

Research
Your synthesis of research about the organization, offer/situation, opinions
of key publics, and communications opportunities.

1. Situation Analysis (Problem Statement and Background) (See Exhibits 1, 2)

Planning
Recommendations for actions and communications
Identification of Key Publics/Audiences
Statement of Organization Goals and Program Objectives
Action Strategies
Communication Strategies (Summary and detailed Planning Matrix outlining
themes and media/activities to be used to achieve program objectives (see Exhibit
3)

ORrON

Implementation
Additional details about executing your recommendation
6. Tactics/Tasks
7. Timetable
8. Staffing (see Exhibit 4)
8. Budget (see Exhibit 5)

Evaluation
How the success of your efforts can be assessed and feedback
provided to your client.

10. Evaluation Plan and Feedback (see Exhibit 6)

Use Part One (pages 2-5) to compile necessary research and Part Two (pages 6-17) to
write your plan. Additional details will be discussed in class and can be found in the text.
See also Exhibits 1-6. Tips for writing your proposal are in Exhibit 7 (page 26). This
document and the planning matrix on page 13 can be downioaded on the World Wide Web
at: http://lamar.colostate.edu/” pr/organizer.htm.

Copyright 2003 Kirk Hallahan. All rights reserved. Rev. 2/2003.




PART ONE: RESEARCHING YOUR PROGRAM
The first step is to understand thoroughly the situation--including the client organization
and its products/services, opinions of key publics, and communication opportunities that
are already available to you. Use pages 2-5 of this Organizer to collect your research.
Before you begin your research, review Exhibit 2. It contains alternative way might
organize key findings once your research is completed.

Research: Organization

Exact name of client:

Brand names or other name for campaign:

Name and phone number of client contact:

Designated spokesperson to be quoted in materials (if any):

Addresses and telephone numbers of all locations to be included in materials.

E-mail address or web-site (if any):

Standard description of organization (a succinct phrase, sentence or short paragraph that
can be used in letters, news releases, etc.) This description positions your client vis-a-vis
others and can include any pre-emptive claims that might apply (the oldest..., the first...,
the only..., etc.)

Verity/obtain logos, trademarks or other graphics to be used in program.

Research Checklist About Organization (also see Exhibit 1)

1. Organization's mission statement, history, charter, bylaws, history and structure.
2. Lists, biographies and photos of key officers, board members, managers.
3. Statistics about resources, budget, staffing, sales, profits, stockholders, etc.




Research: Offerings/Situation

Products/Services

O If your campaign will focus on a specific product or service, collect all pertinent
information about the product/service, including name, description, benefits and features,
history, prices, how to order information, etc.

Event(s)

O If your campaign will focus on promoting an event, focus on all details needed for
someone to choose to attend: event name, date, time, location, prices,
ticketing/registration, parking, special activities, calendar of events, special offers, etc.

Problem Situation

If your assignment involves addressing a particular issue or crisis, gather all pertinent
information about the background, causes, and participants in the situation. How did the
situation arise, why, and what are the possible consequences if not adequately addressed?
Who are key people who will be involved in resolving the situation?

Research Checklist for Offerings/Situations (also see Exhibit 1)

1. Product/event marketing plans, ads, brochures/catalog sheets, other descriptive
materials,

2. Information about and descriptive materials produced by competitors, if applicable.
3. Position statements by key executives regarding a problem situation.

4. Policy statements and procedures related to the handling of a problem situation.




Opinions of Publics

Begin by identifying all publics that might be important as audiences for your program.
Then, identify what these key publics think about your product or problem -- including their
knowledge and involvement (awareness and understanding, if any), attitudes or past
behaviors.

Your client contact is the best starting point for collecting information. Then, interview
additional key informants who can provide additional insights. List possible contacts:

What other evidence is available from secondary sources to corroborate the information
you have obtained? Who should you interview?

What additional primary research might you conduct to corroborate or clarify your findings?
(Possibly include in Action Strategies recommendations.)

Research Checklist for Information About Publics {(also see Exhibit 1)

1. Descriptions and lists of the organization's internal and external stakeholders.
Names and background about individuals and groups who share the organization's
concerns, interests and positions on the problem situation.

3. Names and background about individuals and groups who oppose the organization's

concerns, interests, and position on the problem.

Results of surveys and public opinion polls.

Other anecdotal evidence about the people's opinions.

Lists of government agencies, legislators, other legislators or regulators who can

influence the organization and the problem situation.

7. Copies of relevant regulations, legislation, pending bills, referenda, government
publications, hearing reports.

8. Copies of published research on the topics related to the problem situation.

9. Lists of important reference works, records and directors available from client.

10. Reports by outside organizations, such as financial or industry analysts.
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Communications Opportunities

Take an inventory of all communications activities in which your client is engaged and that
might be relevant to your program--including advertising, direct mail, special promotions,
etc. Also examine communications strategies and tactics used in the past. Finally, survey
the communications of competitors and other similar organizations for ideas to emulate or
avoid. This process constitutes what many practitioners term a communications audit.

What media or channels are readily available for your use? Identify:
O already existing internal or external communications tools used by the client, such as
newsletters, mailing lists, web sites,
O consumer media available in the geographic area served by your client, and
O trade or special-interest media that serve publics important to your client.

Identify any other special opportunities (events, anniversaries, cooperative programs, etc.)
that you might incorporate in your program. As possible, consult the public relations
literature for case studies and other guidance based upon programs similar to the one you
envision.

Research Checklist For Information About Communication Opportunities {also see Exhibit 1)

1. Lists of organizational media for internal and external communications.

2. Clippings from news coverage of the organization and problem situation.

3. Reports, transcripts or tapes of broadcast coverage.

4. Lists of media personnel and outlets with which the organization regularly works, or has
worked in the past.

5. Schedules of special events, observances, and other important dates related to the
organization and the problem situation.

6. Lists of current advertising, promotional plans.

7. Lists of public and controlled media used by organizations that share the organization's

concerns (including those organization's own internal media).
8. Lists of pubic and controlled media used by organizations that oppose the organization's
concerns.




PART TWO: WRITTEN PLAN OUTLINE

1. Situation Analysis/Introduction (3-5 pages)
Problem/Opportunity Statement (1 paragraph)

Your written proposal should begin with a very brief narrative introduction in which you
provide an overview of your campaign plan for the client. This introduction should capture
the attention of the reader, outline the problem or opportunity, and suggest that action is
needed. As appropriate, suggest the consequences if no action is taken. (Note: You'll
probably want to hone and polish your first draft of this introduction after completing the
entire document.)

Problems usually involve threats from outside the organizations or weaknesses

from within that threaten the mutually beneficial relationship between the
organization and a group. Problems can include issues that create a gap
(disagreement or conflict) between the organization key publics. Examples: a wage
dispute with employees, opposition from a community group.

Opportunities usually involve positive external developments or strengths stemming
from within that the organization can capitalize upon. Example: plans to introduce
a new product.

Write a brief, preliminary Problem Statement here (revise later):

Background (additional details as needed)

In the second part of your introduction, elaborate upon your Summary Problem
Statement/Introduction by summarizing your research findings to provide your client with a
more comprehensive description of the problem or opportunity you intend to address in
your program.

Use one of the outline formats in Exhibit 2, if desired, to structure your discussion.
Address the key challenges or obstacles that must be met in order to have a successful
campaign, including problems pertaining to knowledge, attitudes and behaviors of key
publics. Focus on those issues that are important for understanding your
recommendations.

The purpose of this section is to demonstrate your depth of understanding of the issues
involved, and to identify any sources of misunderstanding or disagreement about the
situation. All material facts should be summarized here. Everything that follows in your
proposal should flow logically from this summary. Omit needless details; provide any
exhibits in the form of appendices.

This section is a situation analysis only; it should no be a preview of your actual
recommendations.




2. Key Publics/Audiences (7 page)

From among all of the potentially important publics you identified in your research, make a
list of the key audiences to whom your program should be directed.

Eliminate those groups that you determine are not important, or that are beyond the
reach of your proposed effort.

Later, you might need to eliminate marginally important groups due to a lack of time
or financial resources.

Group publics together that are similar and that you might reach through similar media
using similar messages. You can classify publics (and organize your list} in several ways:
primary v. secondary,
internal v. external,
active v. aware v. inactive publics, etc.

Be sure to include groups that might be important because they can serve as intermediaries
or influentials in reaching key target groups.

Your summary can be in list form. Comment on particular groups, if required.

O

O




3. Organization Goals and Communication Program Objectives (7-2 pages)

Based upon the Statement of the Problem specified in Section 1, and the Key
Publics/Audiences identified in Section 2, draft a set of goals and objectives for your
campaign.

Organization Goals

Goals: An organizational goal is a statement about the outcome you would like to achieve.
For example, in a political campaign, the overall goal might be to get the candidate elected
with 50% plus 1 of all votes cast in the general election.

Program goals often are based on the mission statement, or annual management or
marketing plans of the organization. Your program can have one overall goal, but might
have several ancillary goals as well. Examples deal with such issues as increases in sales
(measured in units or dollar volume), market share, contributions, market position, etc.

A good goal statement (similar to a communication program objective statement) should be
stated in the form of an infinitive (To ...) and should be specific, measurable, attainable and
time-specific (state timeframe in which outcome is to be accomplished and measured).
Clients generally are able to articulate the outcomes they want to accomplish—and
ultimately are responsible for specifying them.

Your goals can be simply listed. Comment only if needed; the rationale should be evident
from the Situation Analysis.

[0 Goal #1 To

O Goal #2 To

O Goal #3 To




Communication Program Objectives

Objectives: A program’s communication objectives differ from an organizational goal by
serving as an intermediate step used to achieve the overall goal. Whereas a general goal
describes the overall purpose for the program, objectives relate to specific outcomes
resulting from the program itself. Note: A program can be successful in reaching one or
more program objectives, even if the overall goal is not met!

Good objective statements focus upon the effects or changes you want to achieve in
human behavior, and do not focus merely tasks or strategies that will be undertaken (e.g.
obtain publicity exposure or produce an annual report). Clients are interested in results!

Most objectives in public relations campaigns center around: a) knowledge gain (creation of
awareness, improved understanding, or comprehension), b) attitude formation,
reinforcement or change, or ¢) behavior change. These are sometimes labeled
informational objectives (knowledge and learning) versus motivational objectives (attitudes
and actions). In fact, one or more of these are usually necessary in order to attain a
program goal.

Example: In a candidate’s political campaign, the overall goal might be to get the
candidate elected. Some specific program objectives to achieve that goal might be:

O To create awareness of the candidate's name among 90% of potential voters by
election day.

O To create understanding of the candidate's position on key issues among 70% of
voters by election day.

O To create a 70% favorable rating of the candidate among voters, based on polls
taken one week prior to the election.

O To deliver 5,000 potential voters to go to the polls on election day.

A good objectives statement is similar to a good program goal statement. Objectives

should be stated in the form of an infinitive (To ...) and should be specific, measurable,
attainable and time-specific.

Specify 3-4 objectives for your program that support your overall organizational goal(s):

O Objective #1: To

O Objective #2: To

O Objective #3: To

O Objective #4: To
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Strategy refers to the overall approach you plan to use to achieve the goals and objectives
you have specified. In other words, strategies describe "how" you will help the client in
broad terms. A strategy can be carried out using a variety of different tactics, or specific
methods or techniques. Your plan should first focus on the strategies you will use, then
provide additional tactical details once the client has agreed to the strategic direction.

Strategy usually involves two aspects: action strategies and communications strategies.
4. Action Strategies (7 page)
In this section, address actions that need to be undertaken prior to or concurrently with

implementation of communication activities. Action strategies pave the way to
communication. These include:

A. Policy Changes/Recommendations

Based upon your research, identify any issues that you think should be considered by the
client before any communications activities are undertaken. These might include changes
in organization policy, or product design, pricing or distribution. If not addressed, these
problems might pose an obstacle to the program’s success. This is where your role as a
public relations counselor becomes important. Your recommendations probably will require
the cooperation of other units within the organization. {Note: Your proposal can assume
these recommendations will be accepted.)

B. Additional Research

List any additional formal research that you would like to undertake (such as a public
opinion survey) to verify or clarify information prior to the implementation of your program.
(Your recommendations, if any, need to be incorporated into the campaign timetable and
budget.) This research can often be undertaken concurrently with preliminary parts of a
program, but must be completed before any actions are taken that are contingent up the

research results.

C. Branding

Although PR professionals can provide valuable insights as part of their consulting services,
questions related to the organizational/product/service names, logos, logotypes,
trademarks, packaging and graphic design should be determined before planning a PR
program proceeds. This is usually a problem only with new organizations or offerings, not
established ones.

D. Arrangements/Other Action Strategies

Finally, the success of a PR program can predicated on confirmation of arrangements and
other details upon which a program depends. These details might need to be confirmed and
approved before any detailed PR program is outlined because the whole plan is contingent
upon them. Examples include securing a one-of-a-kind location for a special event,
securing a particular date at a venue, finding a co-sponsor of major underwriter, obtaining
the services of a celebrity spokesperson, or forming a coalition with an outside
organization. Failure to secure these arrangements would probably require substantively
altering your strategy. Note: Only major contingencies need to be addressed here; details
about execution of a program can be addressed later under “Tactics.”
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5. Communication Strategies (7-3 pages, plus Planning Matrix)

Your primary challenge now is to create and deliver a series of creative public relations
messages that will help achieve the program objectives you have specified. The process
involves generating as many ideas as possible and choosing those that make the most
sense based upon the specified publics and objectives.

Your challenges are to:

a) develop a "Big Idea” or major strategy for your effort that will serve as the anchor for
the program, and to

b) outline sufficient details of your strategy so that you can verify that your program is
complete and sufficient to address the problem or opportunity and all key audiences.

Summarize Your Strategy: Big ldea

Many public relations programs are anchored around a “Big Idea” -- a single unifying theme
or a set of activities. The “Big Idea” for your program will probably emerge as you consider
possible options. Other activities then can be built around this program focus.

What is your overall recommendation?  Begin with two or three paragraphs that describe
your “Big Idea.”

Example: If your campaign is predicated around an event, such as a store opening,
begin your narrative by stating you recommend staging a grand opening event and give
a brief description of the unique nature of event and your rationale. Then explain how it
might be the anchor for other efforts to reach various audiences (a contest, local
publicity, a commemorative brochure, etc.)

Other examples of strategies might be:

Generating nationwide publicity through use of a (named) spokesperson (who becomes
the Big idea)

Building employee buy-in to the new benefits program through one-on-one contacts
supported by an aggressive internal communications program.

Promoting compliance with new on-the-job safety regulations through audio-visual
and on-site training programs

Using a series of publications distributed to medical offices to promote patient and
doctor understanding of a new medical procedure.

This overview should accomplish three things:

B telegraph your idea to the client in a way that can be understood quickly,
B capture the client’s imagination and generate enthusiasm for the idea, and
B underscore how the idea is a logical and imaginative solution to the problem.

After you have summarized your strategy, you should then describe additional details of
your strategy, as required. Depending upon circumstances, it might be easiest to organize
your discussion by public, by objective, by theme, or by media/activity. Elaborate
sufficiently for your client to understand your plan. This section can vary in length and
complexity depending upon your recommendation. Focus only on broad strategy concerns.
Details can be outlined in a Planning Matrix (see below) and in your “Tactics” section.




