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When the Rockwood School District implemented site­

based management in 19 90, the change dramatically altered 

the district's overall communications program. 

The responsibilities and funds to pay for requested 

services were given to each of Rockwood' s schools and 

departments. As a 

projects, which 

result, monies 

were formerly 

for communications 

budgeted to the 

communications department, were shifted to the individual 

school accounts. Site-based management had seemingly 

l eft the communications department with a reduced budget 

and the challenge of recovering the schools' money and 

maintaining their business. 

What has evolved is a more effective program that 

also attempts to generate revenue for itself and the 

school district. The goals of this approach are to 

foster schools that are more accountable for their 

communication needs, a public relations program that is 

more answerable to its consumers, and greater 

opportunities for improved relations with clients in the 

community. RSD Communications became the department's 

new name and its services were marketed to both i nternal 

and external customers. 

Advertisements were placed in local publications, a 

competitive price structure was promoted and 11 word of 

mouth" recommendations soon led to inquiries by outside 

organizations. Site-based management allowed RSD 
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Communications to function as Rockwood's own in-house PR 

agency but also created the flexibility to provide 

services for clients in the community. 

To facilitate and communicate the financial 

procedures created by the department's restructuring, a 

computerized accounting system was implemented to meet 

the unique needs of the new in-house agency approach. 

The success of RSD Communications' self-supporting 

venture is evidenced by the schools' incentive to be 

better consumers as they search for the most cost­

effective means of meeting their communication needs. 

RSD Communications staff members are able to prove their 

importance and contribution to the communication process 

through careful record keeping and detailed account 

statements. 
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INTRODUCTION 

In 1952 when Scott Cutlip and Allen Center published 

the first edition of their landmark text, Effective 

Public Relations, they included a chapter dealing with 

the practice of communication in public education. They 

began the section with this comment: "The progress of the 

school as an institution of democracy depends upon the 

support of the public it serves" (561) 

Little has changed in the forty years since that 

opinion was first expressed. Today, public education 

remains caught in a web of difficult relationships, rapid 

change and shifting social patterns. These critical 

variables have heightened public awareness of education 

thereby launching a broadly-supported reform of our 

schools . The ensuing changes have resulted in greater 

costs, higher expectations and an increasing degree of 

criticism. 

Since 1935 when the National School Public Relations 

Association was established, school administrators have 

attempted to deal with the challenge of maintaining a 

positive public image amid a storm of ongoing changes and 

scrutiny. 

In the 

communicate 

early days, educators attempted to 

with parents and patrons via handwritten 

newsletters and town meetings conducted in the local 

schoolhouse . A single course in English composition 
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might have been a sufficient qualification for employment 

as a district's community relations director. 

Today, some school districts have graduated to the 

use of desktop publishing, four-color publications, board 

meetings transmitted over cable television and 

promotional videos filled with special effects. Many 

districts with a need for a full-time communications 

staff now 

relations, 

reporting. 

require 

graphic 

experience 

design, 

in marketing, public 

broadcasting or news 

Not all school systems have reached this level. 

Communications programs founded on such modern components 

and progressive standards are still only a dream for some 

school districts hobbled by inadequate finances and 

conservative attitudes. But most administrators with an 

appreciation for quality public relations are aware of 

the role these tools can play in disseminating news about 

education and competing with the high- tech communication 

tactics of the business world . 

In theory, the practice of public relations in a 

public school district should differ little from how the 

same principles are applied in the corporate arena. 

Whether the news is a school board meeting or an annual 

shareholders' gathering, the fundamentals of 

communication are interchangeable. Obviously, there are 

some things unique to educational public relations. The 
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target audience is different, the modes of communication 

may vary and the budget is likely to be proportionately 

smaller, but the same basic truths apply . 

In practice, however, because of budget issues the 

public relations programs in many school districts are 

often simplified versions of their potential. Even in 

systems consisting of 10,000 or more students and several 

hundred employees, it is not unusual to find a single 

person responsible for all public relations efforts . 

This person's job accountabilities may also include 

business partnerships, adult education and miscellaneous 

tasks designated by the superintendent. The importance 

of public relations in the educational arena is usually 

acknowledged by central off ice and school administrators, 

but only in a few school systems is the PR function fully 

supported or adequately developed. 

Why is it that corporations, even those smaller than 

some public school districts, seem to do a better job of 

utilizing trained public relations professionals? Even 

those companies without the budget to afford a formal 

communications department may still employ outside 

agencies to handle their marketing, advertising and 

public relations activities . Readings in periodicals 

such as Public Relations Quarterly, Public Relations 

Journal, PR Reporter and Communication World confirm the 

impression that the practice of public relations is much 
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more effective and lucrative in the corporate world than 

it is in public education. 

The differences between educational and corporate PR 

are understandable. The success of agencies and in-house 

departments is measured against the bottom line or in 

terms of how the corporate image influences revenues . 

There is a pressure to produce or face the risk of losing 

either an account or a career. Accountability often 

leads to improved performance which, in turn, stimulates 

profits that can be both measurable and immeasurable for 

the company . 

The accountability factor has long been absent in 

the field of public relations related to public 

education. In a school district, the director of public 

relations, community relations or public affairs may be 

responsible for information communicated to the 

community, but he or she rarely needs to provide 

justification - financial or otherwise - for the actual 

communications program. That assumption, however, has 

begun to disappear in educational circles in the face of 

dwindling finances and a forced re-examination of 

priorities. 

At the 1993 convention of the National School Public 

Relations Association in San Diego, many of the skill 

sessions focused on how those in attendance can make 

themselves indispensable to their respective school 
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districts. The underlying theme became obvious 

throughout the conference: PR professionals serving 

public schools are in jeopardy of losing their jobs 

unless they can justify their importance to the 

district's everyday mission and long range strategic 

plan. 

Actually, the threat of being eliminated from the 

organizational chart is just as real and prevalent for 

those involved in corporate public relations. The 

difference has been that corporate or agency PR 

practitioners have been more accustomed to justifying 

their continued existence by demonstrating the cost 

effectiveness of their service. Until recently, that 

option has never really existed for educational PR 

professionals because their services have largely been 

viewed as unavoidable expenditures rather than revenue­

generating ventures for the district. The opportunities 

for financial contribution have been overlooked. 

Interestingly enough, the budgetary aspects of a new 

trend in school management now give educational PR 

practitioners the ideal opportunity to develop their own 

program into a self-supporting and clearly justifiable 

service to the school district. The increasingly common 

practice of site-based management in public education 

advocates that schools should be given the freedom to 

manage themselves, thereby creating a new sense of 
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identity and "ownership" for the school, its staff and 

students. This self-management approach gives the 

administration of each school more freedom to make 

decisions in such matters as curriculum, discipline and 

finances. 

In 1990, when the Rockwood School District in west 

St. Louis County adopted the site- based management 

approach for all of its 23 schools, every department in 

the district faced new fiscal challenges. Instead of 

services being provided routinely for each school by the 

central administration, the responsibility of meeting 

needs and administering budgets with money appropriated 

by the school board was transferred to the individual 

schools. 

From food services to maintenance, every supporting 

department in the district faced the arduous task of 

creating specialized accounting systems that would 

invoice each school for services rendered. Conversely, 

another reality of the site-based management approach 

meant that the funds normally allocated to the various 

supporting departments were now divided among the 

individual schools so the principals could decide for 

themselves how to spend the money. In a sense, the money 

had to be "earned back" if the supporting departments 

wanted to justify their existence. 

For the Rockwood communications department, the 
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challenge of dealing with 23 individually managed schools 

created the perfect occasion to market its services, make 

itself indispensable and apply many of the strategies 

introduced successfully by agencies and in-house 

departments in the corporate arena. The communications 

department thereby operated as an in-house PR department 

with the responsibility of maintaining the district's 

"corporate" image while, at the same time, assuming the 

identity of an external agency competing for 23 

individual accounts. While the advantages of this new 

system were recognized immediately, there were also many 

disadvantages and unforseen challenges that quickly 

confronted the department's leadership. 

What evolved was a plan of action that slowly 

transformed the department into a self-supporting unit 

within the school district. Billing individual schools 

for various services created an opportunity for tracking 

every dollar that was added to or spent from the 

department's budget. In the process, an accounting 

vehicle was developed that allows the department's staff 

to see exactly where and how its money is spent and 

earned. The department now functions as a self­

supporting, in-house agency with a revenue-generating 

clientele that includes community organizations, area 

businesses, neighboring school systems and, most 

importantly, Rockwood's own schools and offices. 
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The dynamics of this self-sufficient approach have 

placed it at the cutting edge of current trends in 

educational and corporate communications . 

concept of an independent PR agency 

In fact, the 

within an 

organization is somewhat innovative even in the private 

sector. 

"It may not be life imitating art, but some 

corporate PR departments are imitating commercial PR 

agencies, with results so successful that the biggest 

problem is keeping up with client demand," writes Dwight 

A. Johnson in the prologue. to his article, "Build Your 

Own In-House Agency," that appeared in the June/July l 993 

issue of Communication World . 

The same should be true of public relations efforts 

on behalf of public schools. Like Rockwood, public and 

community relations departments in educational settings 

have long had the opportunity to function as small 

"agencies" working within a large or medium-sized 

"corporate" framework. The communications approach in 

Rockwood is different from the PR programs in most other 

school district because it follows new prototypes for 

design and operation. Rockwood' s communications 

department i s successful in justifying its services 

through strategic positioning. The department has the 

energy of an agency while maintaining a corporate 

mentality; it uses the financial aspects of site-based 
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management to generate revenue and justify expenditures; 

and, it consistently strives to learn from current trends 

and insights shared by PR practitioners in the private 

sector. 

The renaissance of Rockwood' s communications program 

into a self-supporting unit has not been without 

miscalculations , unexpected obstacles and instances of 

success common to any new venture . 

In light of this evolutionary process, the 

objectives of this document are three-fold: To provide 

an outline of research from which the self-supporting 

public relations approach can be studied; to explain the 

integral components of a self - supporting PR program from 

a logistical and financial perspective; and to 

objectively discuss the advantages and disadvantages of 

this approach based upon the experiences of Rockwood's 

communications department and similar corporate programs 

also attempting the in-house agency approach. 
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REVIEW OF LITERATURE 

The concept of operating an in-house public 

relations agency in either a corporate or an educational 

environment is so new that only a handful of influential 

practitioners and theorists have become subscribers. A 

review of current literature written by communication 

scholars on the subject of public relations in the 

education and corporate arenas produced few references to 

the topic of self-supporting PR agencies in either 

setting. 

For instance, Fraser P. Sei tel, a senior vice­

president and director of public affairs for Chase 

Manhattan Bank, has authored one of the most widely read 

public relations textbooks since 1980 . Yet, in the most 

recent printing of The Practice of Public Relations 

(1992), there is no discussion of corporate PR offices 

operating as in-house, self-supporting agencies. 

Given the lack of substantial literature from 

corporate PR authorities like Seitel, it is not 

surprising that little discussion on this subject has 

come from influential thinkers in the field of 

educational public relations. Some of education's most 

respected experts have yet to explore the topic. These 

include Richard Bagin, ASPR/APR, the executive director 

of the National School Public Relations Association; Pat 

Jackson, APR, a senior counsel for the public relations 
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consulting firm of Jackson, Jackson & Wagner; and William 

J. Banach, ASPR, chairman of the public relations 

consulting firm Banach, Banach & Cassidy . 

One possible explanation for the lack of literature 

dealing with the in- house approach for educational PR is 

that the strategy has been attempted previously and found 

to be unsuccessful. If this were the case, then at least 

some research or article dealing with the ineffectiveness 

of this method should have been discovered, but none was. 

A more logical reason is that those in charge of 

public relations for school districts have been so busy 

defining their roles and applying the principles of 

practical public relations that little priority has been 

assigned to departmental reorganization. Educational 

public relations is evolving. Only recently has it 

reached a plateau that would accommodate a paradigm shift 

of this proportion. This is a possible explanation for 

the absence of any meaningful literature on self­

supporting, in- house agencies from experts in the field 

of educational PR. 

A review of relevant literature shows that the self ­

supporting public relations approach, even in the private 

sector, is so new that only in very recent publications 

have entire articles been devoted to the topic. 

References to the realities and logistics of self ­

supporting PR can be seen in professional articles dating 
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to 1990, giving an historical perspective to the 

emergence of this strategy. 

In the Winter 1990 issue of Public Relations 

Quarterly, A. C. Croft outlined "Ten Management Strategies 

for Public Relations Profitability." It was the first 

such article suggesting the concept of self-supporting 

public relations . In the article, Croft lists several 

tactics for ensuring profitability, growth and success. 

He advises firms to develop a long-term business plan, 

establish reasonable goals, target a market niche or 

strategic position, and conduct an ongoing marketing 

program ( 11) . 

"Firms should create a reputation for creativity, 

strategic management and good results," Croft said. 

"High staff productivity must be encouraged and 

maintained" (12). 

Croft suggests that a system for tracking client 

profitability should be implemented. He also insists 

that firms charge fair but adequate prices for their 

services, control their costs and manage their time 

efficiently and productively (13-14). 

Croft's article is especially relevant to the 

financial implications of establishing a self-supporting 

PR agency within a school district. His points on 

tracking client profitability and charging fair prices 

are essential to the accounting (charge-back) aspects of 
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in-house public relations . 

Adam Shell also referred to the public relations 

accounting process in his March 1990 Public Relations 

Journal article, "Firms Get Tough About Non-Payment. 11 

"Public relations companies are asking clients to 

pay fees in advance, writing contracts carefully, 

watching accounts receivables closely, and running 

thorough financial checks on prospective clients in 

response to an increase in non-paying accounts," Shell 

said (7). 

Shell's comments about carefully written contracts 

and closely monitored accounts receivable are pertinent 

to the concept of a self-supporting educational public 

relations program driven by site-based managed schools. 

Being prepared to handle incoming payments is especially 

important if schools are going to purchase the services 

they need from a district's in-house communications 

agency. Without that abil ity, the demand of tracking the 

services provided, issuing invoices and applying payments 

would be difficult in a small school district and 

overwhelming in a large one. 

An article by Frank L . Pollare appears in the March 

1990 edition of the Public Relations Journal . In 

''Surviving the Budgeting Game, 11 Pollare says that "public 
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relations and marketing professionals should follow a 

step-by-step procedure to prepare an annual budget that 

will survive management scrutiny" (29}. 

Three basic points Pollare believes should be 

considered are the long- and short-term needs of the 

organization, the limit on PR and marketing funding, and 

the organization's actual PR and marketing needs (29). 

Pollare also refers to a department's capability to bill 

expenses directly, another important component of the in­

house agency approach. 

" If a budget reaches the 

professionals 

realistic and 

should 

they 

begin 

should 

with 

know 

cutting stage, PR 

a budget that is 

how to justify 

expenditures," Pollare said (30} . This alone should be 

the motivation for organizing a self-supporting PR 

department in a school district where finances have been 

curtailed. Public relations administrators must know how 

to defend their funds. 

John F. Budd Jr. analyzes where PR will be in the 

year 2000 in his article, "When Less is More: Public 

Relation's Paradox of Growth," published in the Spring 

1990 issue of Public Relations Quarterly. Budd believes 

the future of public relations will be influenced by 

trends which began occurring in 1990. 

"In 2000, it is predicted that many large PR firms 
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will no longer exist and that the credibility of senior 

management and corporate PR departments will be a very 

important issue, 11 Budd writes {11) . His forecast gives 

plausibility to the idea that, in the future, smaller in­

house PR departments will receive more attention and be 

given more responsibility as the services of large 

outside agencies become too costly and uncontrollable. 

This idea is refuted, however, in a May 20, 1991 

special issue of the Los Angeles Business Journal. In 

her article, "Cuts Give New Definition to Full-Time 

Work," Anne Rackham reports that recessionary times have 

been good for public relations firms relative to 

companies cutting their in - house publicity departments 

and advertising budgets (42). 

In Rackham's article, Stuart Zanville, director of 

public relations for Knotts Berry Farm in Buena Park, 

Ca . , comments on the declining number of in-house jobs. 

11 In tough economic times, companies cut their PR 

departments," Zanville notes (42). 

Rackham makes the point that II the decision of 

whether to go with an outside agency or inside employees 

for publicity is often based on cost, regardless of the 

nature of the economy" (42) 

In the same article, Rackham quotes Phil Myers, 

senior vice - president at the Los Angeles office of GCI 



Group, the public relations arm of Grey Advertising Inc . , 

as saying it makes sense to have an in-house PR director 

at a large company "because that person is going to have 

enough to do" (42). At a small company, Myers suggests 

it is often more affordable to use an agency because 

there are no benefits to pay and the cost is tax 

deductible as a business expense. These factors also may 

be advantageous for school districts of any size when 

faced with similar financial considerations. 

Rackham said the best arrangement is to employ an 

in-house PR staff and use outside agencies for special 

projects . In education, this might be a viable 

alternative for large school districts searching for more 

efficient ways to use their public relations budgets. 

Myers said he did this when he was vice - president of 

public relations for 20th Century Fox. But he added that 

"a lot of the in- house people may feel threatened if they 

are not involved in the selection of the agency" (42) . 

A July 23, 1990 article by David Finn in the 

Marketing News provided some interesting observations for 

PR departments thinking about restructuring. Titled, "An 

Integrated Approach is Best in Any Communications 

Effort, 11 Finn's 

should conduct 

article recommends that a corporation 

11 
••• an audit of all the company's PR 

activities, measuring their congruence with the company's 
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corporate and marketing objectives, in order to create a 

policy that links them together" (14) . 

Finn's advice on conducting an audit underscores the 

importance of an agreement between the mission statements 

and strategic plans of a school district's administration 

and its communications department. To avoid internal 

misunderstandings, a consensus of this kind needs to be 

reached long before the self-supporting public relations 

approach is undertaken . 

One of the primary considerations for any public 

relations department entertaining the idea of attempting 

the in-house agency approach is how to market its 

services to a primary clientele. This is especially true 

of a school district's PR department in that it must 

maintain the businesses of several schools that are site­

based managed . 

According to an article by Dorothy Levy in the Fall 

1990 edition of Public Relations Quarterly, public 

awareness is increasingly vital to the marketing and 

financial functions of an in-house agency. Levy asserts 

that self - supporting units must be visi bly active in 

order to preserve the freedom of serving their districts 

in an independent and profitable capacity (34) . In other 

words, public relations departments that attempt to 

become self-supporting must assume the added 
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responsibility of aggressively marketing their programs 

and helping clients understand the financial terms of 

their services. Failure to do so will likely result in 

lost revenues, slashed budgets and/or downsizing of the 

department. 

On a similar note, Todd Lief and Nan Kilkeary 

discuss the accountabilities of the in-house PR approach 

in their February 1991 article, "Building Competitive 

Strength: Adjust Small Firm Philosophies to Break Through 

Barriers," published in the Public Relations Journal. 

Lief and Kilkeary believe managers of small PR 

companies must avoid obstacles to growth if they want to 

sustain progress and promote quality . According to the 

authors, the obstacles to growth common to small PR 

companies include having only one key executive, lacking 

a balance between business and creative systems and 

believing that some jobs are too big (22). 

Where growth is concerned, Lief and Kilkeary feel 

that firm size is not nearly as important as talent, 

energy and the proper match between client and firm. The 

latter point should be a particular strength for 

educational public relations departments given the 

assignment of identifying and promoting the strengths of 

their district's schools (24) 

Interestingly enough, the communications department 
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of the Rockwood School District has attempted to avoid 

many of the barriers Lief and Kilkeary warn against. The 

district recently added an associate director to help 

manage the department's self-supporting efforts and bring 

a balance to the accounting and creative functions. 

In a related article titled, "What is the Single 

Biggest Inhibitor to Growth for Small/Medium firms? 11 also 

from the February 1991 issue of the Public Relations 

Journal, Lief and Kilkeary survey the opinions of 13 PR 

professionals on what they believe to be the single 

greatest inhibitor to growth for small- and mid-sized 

public relations firms . Among the professionals 

interviewed are Howard Kalt, president of Kalt, Rosen & 

Associates; Dana L. Clay , president of Everett, Clay & 

Associates, Inc.; and Lee Duffey, president of Duffey 

Communications. 

In the article, Kalt expresses the feeling that a 

lack of necessary business skills is the most significant 

inhibitor ( 26) , while Duffey thinks that a lack of 

confidence is a key obstacle to the success of small 

firms (27). Clay believes that firms often have not 

found the proper balance between developing new 

businesses and servicing the business they have (27). 

Clay's observations are especially relevant to a 

public relations program like the one at Rockwood which 
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attempts to generate additional revenue by attracting new 

clients from outside the school district. The 

complexities of this approach will be discussed further 

in subsequent 

conflicts of 

chapters. 

interest 

However, 

created 

there 

when 

are certain 

district PR 

departments are forced to decide which jobs will be given 

priority: those from schools and departments within the 

district or those from outside clients accustomed to 

immediate service. 

In an article by Cheri L. Brennan in the February 4, 

1991 issue of the Puget Sound Business Journal, R. Danner 

Graves, president of Communications Northwest Inc. , notes 

the emergence of more bottom line accountability among PR 

agencies of all sizes. 

"At one time, getting lots of news clippings was the 

measure of success," Graves said. "Now performance is 

tied to profit contributions or linked to other specific 

outcomes" (19) Again, this is particularly true of 

school district public relations departments which must 

justify their services in the face of smaller budgets and 

greater financial scrutiny. 

"Like other occupations, public relations must 

respond to the pressures of an increasingly complex and 

global world," Brennan said . "Continued effectiveness 

will depend in part on the ability to adapt" (19). 
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Catherine J. Cummings discusses the topic of 

financial management for public relations departments in 

"The Marketing Manager and the Public Relations Budget," 

in the Spring 1991 issue of Public Relations Quarterly . 

11 A good client - firm relationship involves a thorough 

understanding of the PR firm's billing system," Cummings 

says (16) . She also advises that an hourly fee structure 

encourages clients to manage their time, requests and 

costs effectively (17). 

Cummings' observation was found to be true in the 

Rockwood School District when individual schools suddenly 

had to pay for the communications service they received. 

Previously, schools thought nothing of ordering the 

design and printing of several hundred brochures when 

purchased by the school district. Now, administrators 

think twice about the services they request because the 

communications department charges by the hour and the 

funds come from the schools' own budgets. The result has 

been less waste of time, materials and money. 

Of special interest is an article titled "Uproar in 

Marketplace Sparks a Spate of Restructuring" by Liz 

Mullen that appeared in the Los Angeles Business Journal 

on May 20, 1991. The article reported that some PR 

agencies experienced continued growth in the early 19 90s, 

while others laid off employees and reported flat or 
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One such agency, the Los Angeles 

office of Burson-Marsteller, laid off five employees in 

early 1991. 

The five employees were laid off because 11 we just 

got to a point where we had to reduce compensation costs 

so we could maintain a level of profitability, 11 said 

Douglas Buemi, executive vice president of the Los 

Angeles office (41). Regardless of size, most PR 

agencies or departments will experience this scenario 

when profits decrease. 

11 In any business, but especially in the public 

relations field, if you stay the same, not only are you 

not growing, but you're falling behind, 11 said Richards . 

Kline, chairman of Berkheimer, Kline, Golin & Harris, a 

Los Angeles based PR agency (42) . 

In the article, Kline said he has noticed that 

corporations, although not firing their entire public 

relations staff, are downsizing. 

Kline recently won the public 

In fact, Berkheimer 

affairs business of 

Chrysler Corp., which closed its West Coast group as a 

cost-cutting measure (42). 

Public relations directors for public school 

districts can learn a valuable lesson from articles such 

as this one by Mullen: Develop the mentality of an in­

house agency looking for every opportunity to acquire new 

11 clients 11 or face the risk of becoming another victim of 
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cost-cutting measures with your responsibilities given to 

an agency outside the district. 

"PR Agencies Promote Audit to Cut Recession Losses" 

is the title of a November 1991 article by Howard 

Schlossberg in the Marketing News. Like Finn's article 

in the same publication almost 18 months earlier, 

Schlossberg's research describes the use of public 

relations audit services to reduce communication 

expenditures. 

Schlossberg cites Information Counselors in Bethel, 

Conn . , as a firm that now aggressively markets its own 

audit service. Alexandra Ballentine of Information 

Counselors says in the article that "an audit examines 

the mechanics of a [PR] program, the research performed 

for it, the results of it and the people administering 

it 11 (6). 

In an industry ravaged by the current recession as 

firms trim their marketing and communication budgets, 

Schlossberg says "PR practitioners are expanding their 

repertoires and services to boost business and hold onto 

existing accounts" ( 6) . The PR audit is one type of 

service being offered more frequently by agencies and 

large communications departments . 

Schlossberg points out, however, that audits and 

other services offered by larger PR firms are being 
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shunned somewhat because client corporations perceive 

them as "looking for their profit margins" and believe 

they "won't necessarily recommend the best method if it's 

not profitable for the agency" (6) . 

According to the article, much of today's work is 

being farmed out to freelancers who will work on a 

project basis, keeping corporate expenses down in the 

short term. 

"That's why consultants and freelancers are doing 

very well right now, 11 said an anonymous New York 

consultant quoted in the article who noted that 11 client 

companies perceive those kinds of workers as being able 

to provide lower cost services than larger shops 11 (6). 

Schlossberg's article raises interesting questions 

for a communications program such as Rockwood's. The 

need for an audit like those described may actually help 

in defining and refining the department's services. 

Furthermore, the communications department itself may be 

able to add auditing to its resume of services once it 

has undergone and benefitted from the process. 

The PR audit is very different from financial audits 

typically conducted by accounting firms. To reiterate 

Finn's definition from an article discussed earlier, an 

organization should conduct 11 
••• an audit of all [its] PR 

activities, measuring their congruence with the company's 

corporate and marketing objectives, in order to create a 
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policy that links them together" (14). 

And what about Schlossberg's other points that may 

be relevant to Rockwood' s self-supporting PR program? 

From a financial standpoint, freelance writers, designers 

and accountants may actually be needed to assist with the 

workload or replace full-time employees to lower the cost 

of doing business . Also remaining to be seen is whether 

Rockwood' s self-supporting approach will continue to 

attract outside clients or interfere with service to its 

most important customer base -- the schools. 

The title of an article by George Simpson in the 

June 1 , 1992 issue of Folio: the Magazine for Magazine 

Management is extremely pertinent to the topic of self­

supporting public relations. However, "The ABCs of In­

House PR: How to Develop a High Return Public Relations 

Strategy You Can Afford," was little more than a few 

elementary PR guidelines for low budget magazine 

publishers . Nevertheless, Simpson's fundamental 

suggestions are worth repeating in the context of this 

discussion of innovative public relations management and 

media relations. After all, as Simpson suggests in the 

article: "A strategy is not enough: You need to learn 

some PR basics so that you don't turn off reporters and 

hurt your chances of coverage" ( 76) . 

Simpson's advice falls into seven main points: 

1 . Know the players: Separate reporters who cover 
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only editorials or features from those who are primarily 

interested in significant news. 

2 . Learn deadlines. Never call reporters when they 

are writing against a deadline - - unless the news is 

extraordinary . 

3. Find out what reporters want. Do not pitch 

stories that are out of a writer's normal subject area . 

4. Keep up-to-date changes in reporting beats. 

Reporters will not trust information if it is 

consistently sent to the attention of someone who has 

been gone from the position for a long time. 

5. Foster credibility. Give reporters good tips on 

stories, but also give them important news i n general. 

Since reporters are often on deadline, take their calls 

whenever possible so they do not go to another source. 

6. Know what is coming. 

trends and issues. 

Keep track of upcoming 

7. Finally, never lie or try to play games. All 

credibility will be lost and no amount of PR, no matter 

how good, will earn forgiveness for dishonesty. 

Though somewhat basic, Simpson's rules serve as a 

reminder that even PR programs on the cutting edge need 

to maintain a grasp of the rudimentary principles of the 

practice. 

In May 1993, Dena Winokur and Robert W. Kinkead's 

cover story for the Public Relations Journal was titled 
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"How Public Relations Fi ts Into Corporate Strategy. 11 The 

authors conducted an in-depth investigation into the 

attitudes of CEOs on public relations. The participating 

chi ef executives, drawn from small and large 

organizations, were asked about the values and 

expectations they hold for the role of PR in the future. 

Pr evious strategies of CEOs' activities as communicators 

and users of communication strategies were also reviewed. 

The research revealed that while the application of 

PR as a strategic management device is increasing, the PR 

professional is still not viewed as an essential adviser 

in the boardroom decision-making of most companies (21). 

This disregard also exists to some extent in many school 

districts employing a full - time public relations 

director. 

The buzz word at the 1993 Seminar of the National 

School Public Relations Association was "indispensable." 

Public relations directors from school districts across 

the country expressed the opinion that the key to 

becoming an essential member of the superintendent's 

cabinet was to position oneself for a more strategic 

counseling role where an active part can be played in the 

decision-making process. This is good advice, but such 

a scenario may take several years to develop . A faster 

way of securing a level of indispensability is to 

demonstrate the fiscal advantages and important 



National School Public Relations Association 

PR Officers Discover Alternative Funding Methods 
Site-based management may buy amununications ser- lations is viewed as another ben-

111d inadequate school funding vices, including audio-visual, efit of organizing the office to al-
•pushing school public rela- graphic design. marketing, low community groups to 
im professionals to seek al- printing, program roordination contract out for the department's 
ntive ways of financing the and writing/editing. services. 
lllmol communications office. Jeff Arnett, communications 

School PR officers are ex- assistant, said a group of influen-
plming innovative ways to "Sdlools ha:/ to say frx the tial businesses created in the af-
llll'k with businesses to sup- termath of the Midwest floods Copt,gwlh 
pxt school communications 6rst time, 'what is the value of has approached the school mm- School Crllt:s s dvities and creative uses of munications office to provide 

the tlJs of the annunity resources. the fXC)Ci.Jct or servics. • No some PR services. 
One suburban St. Louis 

one had asked that before.· But Bums emphasized there NSPRAwcnsllop 
Mo.) school district's commu- is never any question who gets sdleduled frx 
llilllions office, perhaps, has Dan Burn• £int priority-Rockwood Public January 14-15 i1 pie further down the road of Schools. 

Hlton Head, South ll)'district in moving its finan- To be sure, a fundamental 
Iii! structure into a self-sup- The district's 25 schools change in the way the depart- CaroliJa. The 
pxtingPRuniL have become better consumers ment operates has left some chal- conference s 

The lessons learned so far as they search for the least ex- 1enges that Bums and his staff coordinated by ~lhestate's most rapidly- pensive rost for the communi- continue to grapple with. 
NSPRA :S past powing district, Rockwood cation services they need. For starters, it's difficult 

Pabllc Schools, in creating an His 10-person department sometimes to determine who to preskients and 
1n-house PR agency" may charges for every service and bill for what services. Bums em- hosted by our 
pmid the future for the documents all charges. If his phasiz.ed that his department still SouthCaroina liloolPRoffice. prices aren't competitive, has responsibility for all of the 

Chapter. Wa'dl Dan Bums, Rockwood's di- schools may go elsewhere for districtwide communications ac-
m of communications and services. tivities. yourmalln 
-.teg1c planning, said the "It helps schools be account- Bums predicts the depart- Novernlw for 
fllll to changing the PR office able and it helps me be aa:ount- ment will be totally self-support- reglstralion 
ifpn with the district's move able. H the schools can get a ing in a couple of years. "Wftre 

mah1riaJs. 
• site-based manage- service performed somewhere still evolving," he said. 'We have - else, why shouldn't they? It's a Jong way to go.H 

His department began by forcing me to look at my costs For those school PR profes-
lllimating what each school to see if they are in line," he sionals who wish to explore be-
aid spend on communica- said. coming a self-supporting PR 
DIS. Each school is given an Besides being more account- unit, Bums' advice is to go 
iation from which they able, improved community re- (Continued on page 3) 



PR Programs Use Creative Funding 
..., from front page) 
ilwly. 

• And don't underestimate 
8iemanpower needed to put 
.. togethert Arnett added. 

However, Bums believes 
)11111 don't need a large staff to 
-,dify this operation to fit a 
n-person office. 

Arnett said, "A lot of one­
pmon shops are in jeopardy. 
'l'lia approach helps track and 
~ all responsibilities of the 
m,ol PR office." 

Bill Dixon, mmmunity rela­
lin specialist for the Albany, 
(ft., public schools, said 
rhool-based management 
flus school budget cuts are 
~ a new look at ways to 
leepcommunications depart­
ftlllS alive. 

"Dan's idea of setting up a 
llf-t11pporting service agency 

has a lot of appeal.• he added . 
Out of eamomic neoe,sity, 

other Oregon school distrids are 
pressing forward with alterna­
tive ways to fund mmmunica­
tions activities. 

Kathy Leslie, ~ executive 
direclor of educational public~ 
lations for the Beaverton. Ore., 
public schools, said she's explor­
ing a range of hmd-raising ac­
tivities, including partnership, 
with busines9es. Among them: 
■ One major businels has 

oommitted to sponsor the cmn­
munity-wide school newspaper 
in exchange for a listing of the 
school programs in which the 
business is involved. 
■ Another b~ is spon­

soring individual school news. 
letters in exchange for 
advertising. 
■ Local Realtors are paying 

for the production of a school 
map previously produced by 
the distria. Realtors will sell the 
maps at their offices. 
■ Volunteers for the cnm­

munications office are solicited 
from mlleges. Those with jour­
nalism backgrounds are identi­
fied. 

Leslie believes drastic mea­
sures are necessary so that the 
mmmunicalions function can 
survive even in the face of cut­
ting IChools to the bare~ 
tials-the teacher and the 
classroom. 

°'Moving in the direction (of 
outside funding) has a strong 
appeal to people who want to 
maintain these types of services 
when we're getting down to the 
core," she said. 'This is a way to 
move ahead to~ the ser­
vices are there." -Mary Massey 

"A lex d a,e. 
persooshql5 
areinjeop;my. 
Thsappmi) 
helps trade arr:J 
jlBlifyal 
responsblties 
ofthesmod 
PR~.• 

Jeff Arnett 

Policies that Work: Chemical Awareness 
The district is committed 

to helping all students fully 
raliz.e their potential To do 
this, it is necessary that the 
educational process allow 
students to make decisions 
about significant life ~ues. 

One increasingly impor­
tant issue in our society is the 
meof mood-altering chemi­
mls. We know that students 
cannot make full use of total 
IChool program if they are 
hmnfully involved with 
dlemicals; involvement with 
chemicals can seriously in­
hibit their capacity to learn 
and to function effectively in 
our schools. 

The primary respon-
11,ility for helping students 

bltier 1993 

who are seriously involved with 
chemicals lies with their parents. 
However, the potential for 
lasting personal damage exists 
unless schools act in amjunction 
with parents to help their 
children under.;tand the comp1ex 
nature of chemical dependency. 
It is necessary that our students, 
their parents, and their teachers 
be made aware of the danger 
inherent in making unwise 
choices about chemical abuse. It 
is also the intent of the school to 
uphoJd state and fed~ laws 
pertaining to chemical use. It is 
vital that the district provide the 
students and their teacheB with 
a romprehensive chemical 
awareness program. 

Therefore the district sup-

ports the following three ma­
jor a>mponents in the 
district's Chemical Aware­
ness Program: 

1. Drug abuse preven­
tion education and the~ 
motion of wise choices 
ronceming the individual's 
health. 

2. An early intervention 
in the abuse process for the 
purpose of identification, 
evaluation, and, when appro­
priate, refe:nal for treatment. 

3. A supportive school 
environment for students 
who have been harmfully in­
volved with drugs and/ or al­
cohol, including those whose 
families are disrupted by 
chemical abuse. 

This is an 
excerpt from 
the Chemical 
Awareness 
policy of the 
Anoka­
Hennepin 
School 
District, 
Minn. 

Page 3 NSPRA Nelworlc 
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