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Abstract: 

The paper “Communication Management or Public Relations” mainly aims at identifying 

the accents of communication in the public relations. For such purpose, we pursue at 

achieving the hermeneutics of the “communication management” term, by which J.E. 

Grunig and T. Hunt defined this area. First, the communicational model of Roman Jakobson 

will be illustrated (which we view as paradigmatic for the said expression), and then the 

particular mobility aspects will be emphasized referring to each of the intrinsic parts of the 

communication act, so that to allow us to speak of “efficiency” as regards the 

communication between an organization and its public. The final part is aimed as a plea in 

favour of harmonizing this consecrated definition (“the management of communication 

between the organization and its publics”) with its complementary term, often used in the 

Great Britain of “management reputation”. 
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1. Introduction 
Specialized literature often uses the definition of public relations provided by 

James E. Grunig and T. Hunt: “the management of communication between the 

organization and its publics” (1984, p. 6). Due to the main effects of this 

science, i.e. establishing mutual understanding relations between the 

organization and various public segments, ensuring the good functioning of the 

society as a whole – this definition is considered concise and yet complete. It is 

for this reason that we pursue to achieve the hermeneutics of such and to bring 

to surface some of its basic connotations (without claiming that this is an 

exhaustive undertaking) and secondary to render new contents to such by means 

of another well known conceptualization of public relations, namely the 

acceptation of “management reputation”, widely used in the Great Britain. 

It is important to explain the definition of James E. Grunig and Todd 

Hunt (and hence to shape in our turn the specific difference of communication 

in this science), because as we all know communication is the vital centre of 

any organization’s management. Therefore, what does management of 

communication mean when we refer to public relations? 

While the term we currently know as management derives from the Latin 

term manus (hand), suggesting by its very etymology the idea of holding hands, 
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as well as the current sense of efficiently leading (quoted from Cornescu V., 

Stanciu S., Mihăilescu I., 2001), one could ask oneself which is the specific 

difference of “return” when referring to the communication between an 

organization and its publics. What should be the form of the communication 

model in order for such to become efficient? What does proper management of 

the information flow in an organization/ institution mean, and how about in the 

case of the relation between an organization and its various publics? 

In order to be able to answer those questions, we will start by presenting 

the communicational model of the linguist Roman Jakobson (its importance and 

constitutive elements) – a model which in our opinion is a useful tool in 

explaining the term of “management of communication”. We will then refer to 

the specific difference of these elements in the case of public relations, while 

equally emphasizing two fundamental connotations of the efficient 

communication: on one hand, the importance of a common code between E 

(organization/ institution) and R (public), the need of adapting the messages to 

the specific of each public segment, and on the other hand, the issue of the 

message and source credibility, in which case we suggest that the definition of 

public relations by J.E. Grunig and T. Hunt should be joint with another well 

known concept, the one of “management reputation”. 

 

2. Literature review  

By widening the framework of this discussion we think that both the classic 

objectives of the communication in an organization (the motivation of the 

involved individuals, the organization of cooperation, the achievement of 

internal coherence and of the said organization’s identity), as well as the 

expression of “communication management” that we aim to analyze herein refer 

to the implementation of the constructivist communication principle – which 

was developed in the specialized literature by Alex Mucchielli – inviting to a 

new understanding of communication (both the internal, and the external one) 

referring to the overcoming of the cause-effect vision of the Shannon-Weaver 

model in the information theory (also ignoring the sense and use of messages 

and operating with distinctive units, however not significant – the words lack 

any cognitive or affective value, which comes back to a strictly syntactic 

analysis of communication), as well as of its reference scheme: the Source-

Receiver scheme, positivist theories in general. If we start from the new vision, 

the one of dialogism, and on the collective responsibility for the members of an 

institution we will have clearly improved results, because the common solution 

found by the confrontation of ideas allows to various players to be motivated to 

apply the identified solution as belonging to them. Therefore, the good 

management of the information flow in an organization refers to creating 
the consensus, overcoming the engineer type culture (as Alex Mucchielly 

names it): “I know everything”, in which the boss (the manager) transmits a 
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solution from the top of the hierarchy down to its employees and taking on a 

communication type model (“the Latin term communicare used to mean putting 

in common things, no matter their nature” – Mihai Dinu, 2008, p. 24), meaning 

a constructivist type, in which the final solution is not only reached by the 

manager, but it results (as a social construction) following the confrontation 

between the ideas of the organization’s members on its various levels. The idea 

of cooperation is a result of the etymology of the term “communication”, which 

simultaneously refer to transmission and mixture, to dividing and in the same 

time merging senses.  
“Good internal communication” (Alex Muchielli, 2008) is the one made 

progressively, so that the entire personnel to become aware of the need of 
change. It should prepare employees for the management’s decisions (making 
them take responsibilities in the respective situation), then it should make 
everyone understand which are the directions of the management and the 
reasoning behind the made decisions, thus achieving commitment from the 
personnel, may them be managers on various levels, or only employees. 

This new communicational paradigm – developed in the specialized 
literature by Alex Mucchielli and other researchers including Jurgen Habermas 
(namely the inter-comprehension concept of the philosophy promoted by the 
Frankfurt School representative) or Paul Watzlawick, Palo Alto School (the 
orchestra model – as a model of participative systemic communication) – is 
based on the “complexity scientific paradigm” (E. Morin, 1991). “It is hence 
placed in the epistemological “interpretative” side, as opposed to the 
“positivist” approach, namely it emphasizes the understanding of human 
significances rather than cause-effect relations between such” (Alex Mucchielli, 
2008, p. 257). In this approach, it is no longer a matter of Source – Receiver 
model, which nonetheless continues to feed in Alex Mucchielli’s opinion 95% 
of the studies and researchers on communication in any organization. 

Regardless the situation, communication is no longer an “information 
transmission”. Perceiving communication as grounded on this referral would 
mean to view the situation as a telecommunications engineer (as Shannon and 
Weaver did), which is void of interest in respect of the communicational act 
efficiency. This model has terminated its valences, whereas regardless the 
approach, a message is not information, namely it is not something that 
contains a sense by itself. Furthermore, according to the arbitrary nature of the 
linguistic sign – we quote the linguist Ferdinand de Saussure: “the idea of sister 
is not connected by any inner rapport to the line of sounds which serves as its 
significant” (Ferdinand de Saussure, 1998, p. 98) – the significance of the word 
is external, and not internal to such, unlike what we are used to believe. The 
spoken word is nothing but a signal which once it gets to the receiver, can 
trigger a meaning in his mind, however strictly depending on knowing a certain 
code, in the absence of which communication is impossible. Usually people 
think that if they speak the same language (for instance the maternal one) they 
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communicate automatically. This is a naive confusion, of severe consequences 
in terms of communication management, because on a connotation level the 
sense of the word is different from one person to the other, and therefore E and 
R (the manager and his employees, or the organization and its publics) cannot 
from an objective standpoint operate the same code, as the activity of the cortex 
and what we refer to as conscience are not identical. This aspect is an argument 
in favour of approaching the constructivist communication model in the public 
relations activity. 

Thus, the message gains senses by means of “contextualization”, meaning 
when it is compared against a certain context. For instance, when the manager 
writes a memorandum, the phrases and words he uses create a “message” which 
has a certain sense for him – he understands what he says in a way which is a 
matter of his own perception horizon. Furthermore, his understanding over the 
memorandum is fundamentally due to his position, the one of manager. 
Information (or the sense of his message) is created for the manager in respect 
of the particular situation to which he refers, to be more precise the sense of a 
thing is compared against certain context. If the context changes, the sense also 
changes (Alex Mucchielli, 1993). For instance, the subordinates of that manager 
read the memorandum in the context of their activity, and the said gains a 
different sense compared to their situation (their projects, their vision on things, 
significant elements for them in the said situation). If the interpreting is 
different, then the message will gain a different sense. 

To sum up, the source that creates a “message” tries to obtain a sense for 
that message. Once the “message” goes through the “channel”, its initial sense 
is different. It becomes a “given”. When the message reaches the receiver’s 
context, the destination persons interpret it depending on their context and 
receive it accordance to that context. 

 

3. The linguistic model of Roman Jakobson – prototype for the 

communication management 
 

a. The importance of the proposed model  
As we mentioned above, the same “message” can have different senses in 
different situations, it can be decoded differently, and this is the main reason 
why the famous Source – Receiver model and the well known set of questions: 
Who says? What? How? (By what means?) For what purpose? To whom? 
When? With what result?, as well as the significantly simplified scheme 
attributed to Marshall McLuhan: Who? Says what? (Breton, P., Proulx, S., 
2006) cannot cover the sense of the term “management of communication”. We 
say it once more, the sense of a message depends on the contexts in which the 
receiver perceives it. While the objective of a good information transmission is 
for the receiver to understand the sense intended by the source, it is not enough 
for the source to create the message, to give it a form and send it. One should 
create the message depending on what one intends to communicate, but also 
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considering the players (including their situation), the features of various public 
segments to which one addresses. In creating and designing the message, the 
source should carefully consider the sense that the message risks to get for the 
receivers. If the message is conceived only from the standpoint of the source 
(the manager) and his situation, chances exist for the quality of the message to 
be altered and for the communication to be inefficient. Therefore, the well 
known set of questions or the model in the Shannon – Weaver information 
theory (Shannon and W. Weaver, 1949) are not enough to cover the term of 
“communication management” and that is why we suggest that another model 
should be used (of a higher explanatory strength in the matter under discussion) 
– the linguistic model of Roman Jakobson. 

The advantage of the model is that it emphasizes the need of creating a 

common code between the Source and the Receiver (organization and various 

public segments of the said), and hence the coding and decoding processes that 

exist in the public relations actions, and which processes should be the 

extension of one another (to be more precise, decoding should be somehow the 

mirror of coding). Although it is a linear model which unfortunately remains out 

of the S-R scheme, it underlines the importance of the code and of comparing 

such with the context (in order to clarify any potential dilemmas). Therefore, it 

is our opinion that the model strengthens the constructivist standpoint of Alex 

Mucchielli. The model presented below puts emphasis on the importance of 

understanding the human senses and it also defines communication (in 

accordance with the etymologic significance of the said of putting together 

things, regardless their nature) as a merger between the senses given by the 

various members of the said process, and not only as a limitation and partition 

of the significances (into Source and Receiver), namely information transmittal.   
 

b. Model description 
By its structure and relations between its elements, Roman Jakobson’s model 

(1960) emphasizes the importance of controlling the significance of 

information. This is why we view it as paradigmatic in explaining the definition 

of public relations by James Grunig (“communication management”). The 

structuralism linguist was interested in matters such as the message significance 

and internal structure, and began by considering the seven constructive factors 

of the communication act: source, receiver, message, code, channel, context, 

contact (Roman Jakobson, 1964). 

 

Context/ message/ content 
Source___________________________________     Receiver 

Purpose 

 

__________Coding/Decoding_________________ 

 

 

Channel Contact/code/language 
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Therefore, the source launches a message to be put in a code (language). 

The encryption of the message is called coding, and the public (R) will carry 

out a decoding action, for deciphering the message. The information goes from 

the sender and becomes information for the receiver. The transfer is between 

two entities focused on the same purpose (the source offers and the receiver 

receives). Under certain circumstances random messages can occur. A certain 

discrepancy exists between message and code: the message is always very 

concrete, nuanced, it depends on the place, time, psychical state of the source, 

while the code is not – on the contrary, it is abstract, and has a reduced number 

of signs. Thus, the message is the reality infinite in time and space, while the 

code is quite the reverse abstract and finite in time and space (in particular the 

code written with 28 signs by which words are formed). The message is always 

richer than the verbal code, and the latter than the written one. The fight for 

adapting the code to the message is one of the important features of the 

communication in general, and of efficient communication in particular.  

 

c. As regards the management of the communication process assumed by public 

relations, the major elements above are rendered not so much a new identity as 

rather some new accents. Thus, the credibility and authority are the most 

important characteristics of the source, of that organization, and the code (in the 

broad sense: the range of values, norms, conventions guaranteeing the normal 

understanding of the message; in effect limited – minimal semantic pact) need 

to  the possible extent to be common to the two poles: the organization and its 

publics; more precisely, specialists in public relations must adapt to the 

various types of code specific to each public – then the need to begin the 

process of initiating public relations with identifying the publics (active 

audience) and priority of interests, motivations, values, attitudes specific to 

them. Language code is first, a stock of words and a repertoire of rules to be 

assembled properly and it is also a system of meanings, "a grid of understanding 

of self, others and the environment around them" (Jacques. Gerstle, 1992), so 

the in-depth knowledge, and adaptation of specialist public relations (his 

message) to the code of each segment of the public are sine-qua-non for 

effective communication. Also for public relations practitioners choosing the 

channel (the media) suitable for certain messages is a vital decision: the channel 

must be credible and relevant to the target (e.g., the phone is not suitable for 

presentation of the balance sheet of an enterprise). Channel choice dictated to 

some extent the types of "textures" of messages. The quality of the message, the 

content of communication depends on both knowledge of the purpose (clearly 

defined) followed by the organization (E) and the intentions of the target 

audience (R) and feedback (reaction from the receiver getting the message) will 

measure the effectiveness or non-effectiveness of the message.  
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Under bilateral symmetrical communication model (established by James 

Grunig) public relations appear as an effective means of communication 

between an organization and its public, respectively, on the one hand helps 

managers to know that public attitudes and to make the right decisions, and on 

the other hand, it helps the public to understand the specific aspects regarding 

the organization and to have confidence in it. Communication relationship 

between the poles is balanced (symmetric), there is an emphasis on the latter 

achieving any organization objective, nor the interests of a segment of the 

public, but on finding a "middle" of the ideal axis, a common language. 

Synthesising the American theorist considerations of public relations 

concerning persuasive communication (designed to influence the specific 

public), the performance of winning the targeted publics, obtaining credit to act, 

realizing the interests of both poles of the communication (and not just one of 

them), performance and recognition. They also involve management issues, 

helping managers to be informed on public opinion and to meet the demands of 

such; they define and stress out the obligations of managers to serve the public 

interest; serve as a warning system that helps managers to anticipate trends in 

the environment, use main as instruments of working research and 

communication on ethical principles (quoted by JE Grunig, T. Hunt, 1984, p. 7). 

Objectives of communicating  with the public arise from the strategic 

objectives of the organization. Strategies defined as "design and the general 

plan on achieving a global objective in public relations" (Cristina Coman, 2006, 

p. 189), essential in public relations campaigns, respond to the general question: 

"How to manage resources to achieve objectives?". Regarding the 

communication process, two fundamental questions are inherently asked: 

• how can the results be measured?  

• how to assess progress in carrying out programs of communication? 

 

One of the techniques most often used by modern systems of management 

is management by objectives (MBO achieves a strong link between results and 

objectives default by means of the provided feedback). In general, the results 

are measured by the same techniques common to all systems management: 

management by objectives (MBO), management by objectives and results 

(MOR), and assessment techniques and research. 

Obviously from the perspective of public relations, effective 

communication - as already underlined - depends primarily onstating out the 

precise specification of the different types of receptors and their own codes, on 

identifying the target audiences and rendering messages appropriate to their 

specificity. Once we know what needs and values we are to address to, we will 

understand the purpose of our message and persuasive appeal is most likely to 

produce results. Point out that when someone has an opinion that opposes 

strongly our own we will probably lose time trying to win that person part of 
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our opinion. Usually, all we can hope is to somehow limit the effects that a 

person can have on the undecided or uncommitted (audience). 

The authors of the paper "Everything about public relations"-Doug 

Newson, Judy VanSlyke Turk, Dean Kruckeberg (2003, p. 260) state out three 

basic ways in which we can determine people to make what we want: power, 

protection and persuasion. 

1. Power involves the use of authority and threatening with , suggested 

or decrial imposing decisions. An obvious source of power is a legal 

system with laws that require obedience. 

2. Forms of protection used as a means of changing people's behavior 

can be brutal, such as bribes, but can be also delicate (refined), 

especially if such are aimed at to creating a favorable opinion. 

3. Persuasion requires the use of communication to attract people (turn 

them from the audience into public) towards a cause. Whatever the 

purposes of the persuasion, in principle there are six steps to be 

followed in the inducement. The first step is the presentation. A 

person should be in a position to receive the persuasive message - that 

is to be both physically accessible and mentally nimble. We can make 

a presentation to be ignored, however, so the second step is the 

inducement, which means that the receiver should pay attention to the 

persuasive message. In addition to paying attention to the message, 

the receiver should also understand it, therefore, the third step is 

comprehension. To meet this requirement, the message needs to be 

presented in the form of symbols (to be coded), so that the receiver to 

understand it. The fourth step is acceptance, in which the receiver 

gets to agree with the expressed views. The next step, the fifth, is the 

retention of the submitted information, which explains why repetition 

is so important for the process of persuasion. The sixth and the last 

step is action. A specialist in persuasion should be able to observe the 

results of persuasion over the receptor’s behavior. 

Management of Communication" means to persuade in order to change 

opinions and behaviors so that they have profound moral connotations, yet it 

does not mean to manipulate. Undoubtedly persuasion is natural in any 

communication process, especially in the public relations the propose of which 

is to change views, mentalities and then behaviors and attitudes so as to direct 

them towards the public good. However, persuasion can easily become 

manipulation, which has no positive consequences - lost touch with the basic 

meaning of the term public relations, which is the concern for the public good, 

and effective communication as a way of defining this science. 

While persuasion is a convincing activity opposite to imposing of forcing 

an organized option, so as to lead to the personal adoption of expected change, 

manipulation – with its many forms: misinformation, lies, intoxication, humbug, 
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advertising, propaganda - is that action to determine a social actor (individual, 

group, community) to think and act in a manner consistent with the interests of 

the initiator, and not with its own interests, through the use of persuasion 

techniques that distort the truth intentionally, however leaving the impression of 

freedom of thinking and decision "(Zamfir, C., Vlasceanu, L., 1993, p. 336). 

Unlike the influence of rational belief, manipulation it is not aimed to obtain a 

more correct and profound understanding of the situation, but the inoculation of 

a convenient understanding in which misleading arguments are used, and non-

rational emotional levels are addressed. The real intentions of the message 

source remain hidden to the recipient. 

Despite the protests of some practitioners that such things would not be 

so, the techniques of persuasion are often used to articulate a point of view that 

differs from that of the members of the public. In persuasion, the essential factor 

on the change of opinion is the information or lack of it and, thereby, the way 

the information is presented or kept secret. Persuasive strategies of public 

relations are a priority planned around three elements (of the seven intrinsic act 

of communication): media, message and source. 

Through the use of persuasion techniques many think wrongly that public 

relations are in charge of building the image in the sense of creating a false 

front, to hide the cruel truth. Unfortunately, this erroneous perception of public 

relations is reinforced by reports on the behavior of this kind of so-called 

experts in public relations. For example, an article that appeared in The New 

York Times about a course in public relations with the media taught in schools 

of management was entitled "101 ways to handle the press" (quoted by Anthony 

Davis, 2007). It is not uncommon for the term of "public relations" to be used in 

the pejorative sense, and training those misinformed about what public relations 

are is really quite difficult. 

Let’s not forget that once the communication reaches the level of 

acceptance, the problem of credibility appears. Effective communication does 

not mean any subtle maneuvers and manipulation of opinion (which may be in 

business and politics, a replacement for true morality and ethical sense), it does 

not mean creating "masks" for the truth that is not good enough, but it implies a 

re-signification of the definition given by James Grunig and Todd Hunt to 

public relations, "granted" with the sense of the "reputation management" - 

offered by the British Institute of Public Relations: public relations focus on 

reputation - the result of what you do, what you say and what others say about 

you. Public Relations practice is the discipline to focus on reputation, with the 

aim of understanding and support and influencing opinion and behavior "(PR 

News, 10 October 1994, p.3). 

At the heart of any public relations activities should lay an ethic 

coordinate (according to the significance of first-term public relations concern 

for the public good), good reliability is the price that may have a specialist in 
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the science, because changing the way in which people are thinking and 

behaving (a certain segment of the public) is difficult and lengthy, and if the 

source does not possess this feature (which leads to its good reputation and trust 

from the receiver) the chances that the message to arrive and then to amend the 

stated purposes of the attitude of citizens is minimal. Therefore, what 

distinguishes a professional practitioner from an unprofessionally manager of 

information flows is accession to a strict code of ethics which maintains a 

strong global social responsibility. Ethics, transparency and credibility are the 

three key values promoted in public relations and the definition of James E. 

Grunig and T. Hunt must be understood only in its strong sense of the 

dependence of the "reputation management" by the British Institute of Public 

Relations (Institute of Public Relations - IPR). The two definitions of public 

relations are indissolubly bound to one another. 

 

4. Conclusions 

Public relations are defined by James E. Grunig and T. Hunt as 

"communication management" (the organization and its public), and to this end 

we have attempted to highlight the basic connotations of what "harmonizing" 

the two means without claiming that our approach is exhaustive. 

„Management of Communication" implies therefore - Adopting a 

constructivist style, the "dialogue" in solving problems, it means controlling 

what information (reporting to the contexts contained in a communication), and 

maximum attention to processes of coding and decoding existing in all 

processes of communication between the organization and its public, to achieve 

a common language (according to the bilateral symmetrical model of 

communication, established by James E. Grunig and etymology of 

communication term). 

In agreement with these senses, we have presented the model of 

communication of Roman Jakobson (of 1960), which in our view - has 

explanatory power in the practice of public relations, with a focus on code. 

Therefore, in this model the most important is the supreme understanding of 

human meanings (and not causal relationships that are established between 

those two poles S and R), and mixing them to reach consensus on a particular 

decision. This is an essential precondition to stimulate motivation of members, 

for mutual understanding, cooperation and achieve internal consistency, for the 

identity of an organization - purpose of classical communication and 

management in an organization, and hence of the action of public relations. 

At the same time, we have shown that the alleged conviction of 

communication through public relations activities should comply - in equal 

measure – with an important condition (to talk about effective communication), 

it must be "cleaned of" any form of manipulation, to be credible, and thus 

inspire confidence to the segment of the public concerned, only this message 
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(and not persuasive manipulators) can be treated as such, can create new views 

and change behaviors, attitudes. So the definition of James E. Grunig and T. 

Hunt needs to be understood in its strong dependence with a second sense - the 

"reputation management". To be successful, public relations must show 

transparency, should not be vulnerable to influence, should not lie, and should 

demonstrate a dynamic view with the center coordinate of Ethics. 

However, there can be noticed - and in this regard we invite to dialogue 

and further research on this point of view - that in the past 19 years, with the 

democratization of Romanian society, public relations have undergone a 

spectacular evolution: the departments were profiled at many public institutions, 

major businesses, NGOs, etc. Also, more and more universities have established 

faculties or departments of public relations. But parallel with institutional 

development and the increasing number of those who practice this profession 

has grown the confusion regarding the definition of this discipline (embracing a 

definition devoted to the detriment of another). For example, increasing the 

public relations job in marketing, then the basic connotations of the definition 

established by James E. Grunig and T. Hunt profit growth are circumscribed 

(image or otherwise) of an organization, taking away the meaning of the basic 

term "public relations" - the concern for the public good, and bilateral 

symmetrical communication model established by the James Grunig. Principles 

and purpose of marketing are not always compatible with those of public 

relations, in the sense explained above. In this case, the definition of what has 

been the subject of our reflection cannot be understood in its strong sense of the 

dependence of the "management reputation". 

In our view, the practice of public relations should focus on reputation, 

with the aim of winning the understanding, supporting and influencing the 

opinion and behavior. Ethics, transparency and credibility are the three key 

values promoted in public relations. The need for consistent guidelines for their 

own beliefs and value systems of managers should be present even greater than 

the need for customers to their products, resulting in expanding the role of 

public relations beyond the initial set.  

  In a pragmatic approach, well made public relations involve open and 

honest confrontation with a problem and solving this problem. On the long 

term, the best public relations are a sample of active social awareness and 

guarantor of democracy. 
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