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ABSTRACT 

Change in the external environ­
ment, without exception, impacts 
upon the organisation and in par­
ticular the practising of public rela­
tions. Since the beginning of the 
nineties, the South African busi­
ness environment Is characterised 
by the redefinement of business 
practices and partners and the shift­
ing of boundaries as an expression 
of the globalization of the world 
economy. The lifting of sanctions, 
together with the events that took 
place in the political arena, intro­
duced unprecedented changes in 
the legal-political, economic and 
social environments. Against this 
background, an urgent need for the 
development of a context sensitive 
generic framework of required out­
puts for communication managers 
in a changing business envlron-

ment, based on an integrated ap­
proach, was identified. 

This article provides an overview of 
the dynamics of change in the exter­
nal environment and the impact it 
has on the public relations function. 
A brief discussion regarding stan­
dard setting as envisaged by the 
National Qualifications Framework 
(NQF) and the professionalisation 
of public relations, with specific ref­
erence to training needs and ac­
creditation, is included. The article 
also attempts to provide Insight into 
the empirical process that led to the 
development of a generic frame­
work and the hierarchial classifica­
tion of outputs according to levels 
of work. 

IN-rRODUCTION 

South African organisations were ex­
cluded from international markets 
since the eighties when a variety of p0-
litical, economic, diplomatic and social 
sanctions were imposed (Koender­
man, 1982:19-22) causing business to 
be operated in isolation from interna­
tional competition and technological 
advancements. The re-introduction of 
South Africa into the international mar­
kets not only gave South African busi­
nesses the opportunity to expand their 
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interests to foreign markets, but also 
led to an influx of foreign businesses 
into the local market. Suddenly faced 
with m ore experienced and well­
seasoned competitors on the home­
front, South African organisations had 
to explore new and better ways of do­
ing business. Communication as the 
foundation on which the relationship 
between the organisation and its pub­
lics is built, became the obvious focal 
point for developing programs that 
could face these challenges. As or­
ganisations increasingly began to real­
ise the importance of the public rela­
tions function, more became to be ex­
pected of in-house departments, while 
those organisations without public re­
lations departments, employed consul­
tancies to advise in this regard. 

The election of the first democratic 
government in the South African his­
tory, also introduced changes to the 
external market environment with spe­
cific reference to the legal-political, 
economic, social and technological en­
vironments. As boundary-spanner be­
tween the organisation and its environ­
ment, the communication manager is 
responsible for the monitoring of 
changes and emerging issues, the pre­
dicting of consequences and the coun­
selling of organisational leaders 
(Lubbe, 1994:11). As such, it became 
necessary to study the impact of the 
changes that took place since 1994 
with the aim to provide a framework for 
further research into the role of the 
communication manager. This study 
sets out to establish the outputs re­
quired to meet these demands and fol­
lows a competency-based approach 
with the purpose of promoting quality 
management and professIonal 
competency-based training for com­
munication managers. 

THE DYNAMICS OF CHANGE 
IN THE EXTERNAL 
ENVIRONMENT 

Legal-political environment 

Case studies of world societies quickly 
reveals that stable democracy is for­
eign to situations in which welfare 
needs and demands far exceed the ca­
pacities of governments and their tax 
resources to meet them (Schlemmer 
en Van Antwerpen, 1992:86). Democ­
racies are also rare in situations where 
the mass of voters have few key inter­
ests or social identities in common with 
the categories of people who have the 
funds to invest in longer term growth. 
Situations like these are often an invi­
tation to impose authoritarian controls 
to curb expectations and protect capi­
tal resources, or to strip capital from 
the middle classes and vest it with the 
bureaucracy. 

The government has often been ac­
cused of proposing authoritarian 
measures - the anti-competition policy 
(Matthews, 12 September 1995) being 
one exam pie - to transfer capital re­
sources from the major conglomerates 
to the working classes. Although the 
government has experienced some 
difficulty in its attempts to uphold 
democratic prinCiples in all its delibera­
tions, it has overall expressed a sincer­
ity in faCilitating the transition to a 
democratic society. The introduction of 
the Reconstruction and Development 
Program (RDP) aimed at furthering 
equal access to opportunities, eco­
nomic upliftment and growth, was ini­
tially the most visible feature of the 
newly elected government. At both na­
tional and provincial levels, measures 
were introduced to ensure closer coop­
eration between the private sector and 
local governments. The division of 
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South Africa into nine provinces with 
provincial and local governments in 
each region, the transition of power to 
local governments and the creation of 
multipartite policy forums (such as the 
National Economic Forum) to serve as 
mechanisms for broad consultation on 
business issues (African National Con­
gress, 1994: 129-132), brought about 
the necessity for closer cooperation 
between business and government. It 
became increasingly obvious that gov­
ernment relations could very well be an 
important tool for achieving desired 
outcomes. 

The announcement of new legislation, 
such as the Constitution (Act 108 of 
1996), the Labour Relati.ons Act (11 
November 1996) and the still unre­
solved legislation against anti­
competitive behaviour, also had and 
will continue to have important conse­
quences for the business environment. 
Other events that impacted on the 
legal-political environment were the re­
newal of South African membership to 
international organisations such as the 
United Nations (UN) and the Organisa­
tion for African Unity (OAU), the rein­
corporation of the TBVC-states and 
the relaxation of trade and financial 
regulations. 

Economic environment 

South Africa's economic growth 
sharply deteriorated in the period since 
1975, due to the South African political 
situation at the time (Van der Berg, 
1992: 157). Although social justice was 
widely accepted as a precondition for 
the return to an acceptable growth 
path, socio-political reform only took 
place after 1990. The Government of 
National Unity (GNU) launched the 
RDP as a vehicle for the creation of a 
strong, dynamic and balanced econ­
omy. The fundamental principles of the 

government's economic policy were 
democracy, participation and develop­
ment and the main goals of the RDP in 
terms of the economy, stated as: the 
elimination of poverty, economic im­
balances and discrimination; the de­
velopment of human resource capacity 
and skills; encouraging private sector 
participation in economic decision 
mal<ing; job creation; the development 
of a balanced regional economy and 
integration into the world economy (Af­
rican National Congress, 1994: 79-80). 
To achieve this a variety of strategies 
and programs were announced, such 
as rural and urban development pro­
grams; industry, trade and commerce 
initiatives; corporate policies to ensure 
development and black economic em­
powerment and the relaxation of 
foreign-exchange constraints which 
made it possible for local businesses 
to re-enter international and regional 
markets. (African National Congress, 
1994:84-93; 113-116). 

Research at the University of Stellen­
bosch estimated unemployment at 
14,2 million (33% of the current popu­
lation) in 2026 if a minimum economic 
growth rate of between six and seven 
percent per year can be achieved 
(Randall, 17 April 1996). Coupled with 
the migration of the population to ur­
ban areas, growing from the current 
60% of the population to 70% in the 
year 2000, it is quite obvious that some 
adjustment, as well as the active in­
volvement and cooperation of the pri­
vate sector are required. 

Social-cultural environment 

Available statistics point towards a 
population growth of 33% in the next 
thirty years, implicating a population 
density of 53 people per square kilo­
metre (Randall, 17 April 1997). This 
certainly have implications for commu-
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nication management in terms of the 
restructuring of communication to en­
sure e.ffective communication with 
people of different languages, cultures 
and values. New management strate­
gies which offer more opportunities to 
communication managers to contrib­
ute to organisational effectiveness will 
also be needed. 

South Africa's social problems are ex­
tensive and worsened by the fact that 
16,5 million of the population are living 
below the poverty line (Coetzee, 
1992: 131). The government recog­
nised the existence of these and other 
poverty issues when it launched the 
RDP to address social issues such as 
education, training, housing and health 
care (African National Congress, 
1994:22-33, 42-51, 60-68). Private 
sector involvement in. national devel­
opment and social investment pro­
grams, is often emphasised and proj­
ects allocated for such purposes in­
clude: the provision of 60 000 class­
rooms countrywide, the training of 15 
million illiterate black adults (more than 
a third of the total population), health 
care for the more than 3 million HIV­
infected people, building of 780 clinics 
and 360 000 housing units per year 
over a period of six to ten years and the 
delivery of services such as water, 
sanitation and electricity to 2,5 million 
households before the year 2000 
(Forbes Special Report, 1995:32, 73-
74; African National Congress, 
1994:22-33). 

Technological environment 

The megashift from an industrial to an 
information society has been de­
scribed as the most subtle, yet most 
explosive major transformation taking 
place in our society to date (Naisbitt, 
1982: 11). Technological advancement 
was also identified by the government 

as the key component in its industry, 
commerce and trade initiatives, as well 
as an important prerequisite for both 
increased productivity and the devel­
opment of. a high quality social and 
economic infrastructure (African Na­
tional Congress, 1994:96). As govern­
ment resources are exhausted due to 
extensive social and economic de­
mands, financial assistance from the 
private sector is required to meet the 
needs for development, training and 
research with the view of developing 
high technology products locally. 

COMMUNICATION 
MANAGEMENT AND THE 
IMPACT OF CHANGE IN THE 
EXTERNAL ENVIRONMENT 

The public relations function has un­
dergonesignificant changes since the 
start of the nineties and as a result of 
the technological revolution. The func­
tion has developed into a full-blown 
communication management task ca­
pable of adding value to the organisa­
tion by monitoring changes, alerting 
management to necessary policy ad­
justments and implementing planned 
programs of action to serve both the 
organisation's and the public's needs. 
South African organisations only be­
gan to realise the value of their com­
munication managers shortly before 
the 1994 elections when it became 
necessary to communicate effectively 
with publics and to re-evaluate their 
policies and organisational culture. It is 
impossible for an organisation to sur­
vive in a context sensitive environ­
ment, such as the South African busi­
ness environment, without considering 
the needs of the community it serves 
and adapting its activities accordingly. 
The communication manager be­
comes an important vehicle to deter­
mine the impact of the organisation's 
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activities on the community and to 
make recommendations regarding 
community projects. 

Change in the external environment 
impacts directly on the way public rela­
tions is being practised. The communi­
cation manager has to interpret 
change in the immediate external envi­
ronment, as well as globally and has to 
initiate adjustments where necessary. 
The recognition the communication 
management function enjoys in the or­
ganisation, has a significant influence 
on the extent to which it is being al­
lowed to consult directly with manage­
ment and to initiate changes. Apart 
from the monitoring of developments in 
the political and economic environ­
ments, the communication manager 
has to stay in touch with the community 
and its needs. Organisational man­
agement has to be kept abreast of sen­
sitive issues such as business prac­
tices unacceptable to the local commu­
nity. The extent to which the communi­
cation manager is informed about 
technological developments and 
his/her ability to utilise 'information 
technology in the establishment of new 
and more effective communication 
channels, will determine the effective­
ness with which crisis situations are 
handled and anticipated pro-actively .. 

The public relations environment and 
the way organisations function in their 
environment, as well as the nature of 
communication with political structures 
that influence the environment, are on 
the eve of major changes. It is essen­
tial for organisations and their commu­
nication managers to be aware of the 
organisational changes and techno­
logical advancements that will deter­
mine the future. The South African 
business environment, as a con­
textually sensitive environment, needs 
the public relations function to predict 
and interpret change. These changes 

will create opportunities, which if cor­
rectly utilised, can improve the living 
conditions of thousands of South Afri­
cans. 

The changes referred to in the preced­
ing discussion will clearly have an in­
fluence on the outputs traditionally re­
quired from the· communication man-· 
ager. In the discussion that follows a 
competency-based approach is ap­
plied to develop a generic framework 
consisting of the outputs required from 
communication managers in the dy­
namic business environment. 

CONCEP"rUALISATION : 
COMPE"rENCE, SKILLS, 
KNOWLEDGE AND LEVELS 
OF WORK 

In order to determine the required out­
puts, the terms competence, skills, 
knowledge and levels of work need to 
be explained in the context of this 
study. 

Competence 

Spencer and Spencer (1993: 15) divide 
competencies into two categories: 

• Threshold competencies: These 
are essential knowledge or ~kills 
that everyone in a job needs to be 
minimally effective but that do not 
distinguish superior from average 
performers. 

• Differentiating competencies: Su­
perior performers are distin­
guished from average perform­
ers. 

According to this classification, knowl­
edge and skills can be regarded as 
threshold competencies, whereas 
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competence is regarded as the supe- Levels of work 
rior level of performance, constituting 
differentiating competencies. 

Skills 

Public relations skills refer to the ability 
of the responsible person to do techni­
cal implementation, such as the writing 
of press releases, production of inter­
nal and external communication mate­
rial and the organising of functions. 

Knowledge 

Knowledge refers to the scope of infor­
mation possessed and is usually asso­
ciated with experience, although it can 
also be obtained through active study­
ing. 

Elliot Jaques (1982:77-82) developed 
the stratified systems theory according 
to which qualifications in the workplace 
are represented at seven levels of 
work. A relationship was found be­
tween remuneration and the hierar­
chial structuring of work in the organi-

. sation, as well as between level of 
work, level of capability and the level of 
compensation. Jaques (1986:362) 
also found evidence of a close relation­
ship between time span and level of 
work. Time span measurement is sig­
nificant in that it apparently relates 
uniquely with the level of work or re­
sponsibility a person feels expected to 
fulfill: the longer the time span associ­
ated with a role, the greater the weight 
of responsibility. 

The research of Gillian Stamp (1993:2) 
proceeded from that of Jaques and 
confirmed his classification of seven 
levels of work. Stamp also believed 

LEVEL OF WORK DEFINITION 

1 Quality. Executing according to predeter-
mined procedure. 

2 Service. Determine the what, where, when 
and how for quality level. 

3 Good Practice. Optimise use of all resources. 

4 Strategic. Bring into being new systems, coor-
dinate and resource systems, terminate sys-
tems. 

Table 1 Levels of work (Stamp and Isaac, 1990: 2-3; Jaques,1982:79) 
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that organisations can only survive in 
the dynamic and complex environment 
by adopting flatter structures with spe­
cific competencies attributed to each 
level, providing a framework for inter­
action with the environment at certain 
levels. Both Stamp (1990:4-18) and 
Jaques (1986:369) agree that the first 
four levels of work, as summarized in 
table 1, would be the-most appropriate 
to describe the functions generally be­
ing performed in the organisation. Al­
though levels 5, 6 and 7 are excluded 
from this study, it may be true that in 
exceptional cases, communication 
managers in South African organisa­
tions are appointed at higher levels, 
where they function as group special­
ists or strategic analysts. The fact that 
neither the existing literature, nor the 
empirical research that follows re­
flected this, may be attributed to the 
evolving nature of public relations. 

The hierarchial classification of com­
petencies according to .levels of work 
imply that standards have to be set for 
different professions in order t9 deter­
mine the nature of the outputs associ­
ated with certain levels. In the discus­
sion that follows brief reference will be 
made to the standard setting process 
as embodied by the National Qualifica­
tions Framework (NQF) and the impli­
cations for the public relations profes­
sion in South Africa. 

THE NATIONAL 
QUALIFICA TIONS 
FRAMEWORK (NQF) AND 
THE STANDARD SETriNG 
PROCESS IN SOUTH AFRICA 

The National Qualifications 
Framework (NQF) 

51 

The need for a National Qualifications 
Framework (NQF) Originated with the 
inauguration of the Government of Na­
tional Unity (GNU) in 1994 when edu­
cation and training authorities of 
former homelands and self-governing 
territories were united into one system. 
A variety of qualifications existed 
which needed to be consolidated into a 
Single, nationally acceptable set of 
standards, which would enable candi­
dates to acquire national qualifications 
through a variety of mechanisms and a 
multiple delivery system. Legislation 
was passed in October 1995 that ap­
proved the founding of the South Afri­
can Qualifications Authority (SAQA), 
responsible for the NQF (HSRC, 1995 
: 8). 

The NQF is loosely based on a similar 
system in Britain, the National Voca­
tional Qualifications (NVQ's) system, 
which was implemented in 1986. The 
purpose of the NVQ-system was to 
make qualifications more accessible to 
the individual and more relevant to the 
employer's needs by rationalising and 
streamlining the existing qualifications 
system (NVQ 4, 1994:1-2). 

Implications of standard setting 
for public relations training 

The implementation of the National 
Qualifications Framework suggests 
that standard setting will take place for 
all kinds of education and training. 
PubliC relations training at all levels 
needs to be investigated to determine 
if current education and training, en­
able candidates to deliver the required 
outputs in terms of knowledge, skills 
and competencies. Standard setting in 
particular is important to reconcile the 
variety of syllabi currently in use at 
technikons, universities and institutes 
and should be the result of co­
operation between the private and 
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public sectors, as well as tertiary insti­
tutions. Outputs should be determined 
through consensus, after which all ex­
isting curricula should be revised to de­
termine whether it complies with the 
requirements as will be stated in terms 
of the NOF. This will ensure the rele­
vancy of qualifications and will also en­
able employers to make quality as­
sessments of their communication 
managers and in so doing, determine 
their own needs. 

The standard setting process in South 
Africa has to date not made much 
progress in providing a clearly defined 
framework within which standards for 
the different professions may be set. 
National Standard Setting Bodies 
(NSB's) were approved in June 1997 
by SAOA and various NSB's, responsi­
ble for the apPointment op Standard 
Generating Bodies (SGB's), have 
since been created (Louis, 29 October 
1997). Nominations for representa­
tives from different organisations to 
serve on these NSB's were requested 
earlier, leading to people being ap­
pointed as such. The Public Relations 
Institute of Southern Africa (PRISA), 
for example, has one representative 
on the NSB for Commerce and Man­
agement Studies, according to Anne­
marie Honiball, Director PRISA Educa­
tion Centre (29 October 1997). This 
particular NSB was identified by 
PRISA as the most appropriate for de­
termining standards for communica­
tion management in South Africa, due 
to its emphasis on business and man­
agement. Progress into the next stage 
of this process,. namely the actual stan­
dard setting process by the SGB's (still 
to be appointed), has however been 
hampered by issues regarding trade 
union representation on the NSB's. 

The above confirms the notion that the 
road ahead is long and treacherous. It 
has already taken two years since the 

founding of SAOA to achieve the mere 
approval of NSB's. One realizes that 
these initial stages are important to 
lend credibility to the process but the 
question needs to be asked whether 
the South African educational system 
can afford such a drawn-out process. 
A number of other issues also needs to 
be addressed. Firstly, PRISA currently 
serves as the only body responsible for 
accreditation and accredits members 
according to existing standards. In 
terms of the NOF (and similar systems 
such as the NVO) the state should ap­
point or approve the institute or body 
responsible for accreditation, based on 
nationally acceptable standards. The 
current system clearly does not satisfy 
these conditions although PRISA be­
lieves that its accreditation can not be 
judged against these criteria, because 
registration as an accredited public re­
lations practitioner is not required by 
law (Honiball. 29 October 1997). 
PRISA also pOints out that the pre­
vious government has rejected sug­
gestions of legislating public relations. 
This however, may change in future, 
giving rise to the question whether ac­
creditation that was awarded prior to 
standards being determined. will still 
be valid once the process has been 
completed. 

Secondly, it is not clear how responsi­
bility for quality management will be 
awarded, although the possibility has 
been mentioned that applications by 
the various professional organisations 
will be considered. This would not be 
acceptable in terms of the principles of 
quality management, determining that 
an institute that offers its own courses 
and diplomas. can not be responsible 
for quality management (and therefore 
the regulation of other institutes) as in 
the case of PRISA However, the Insti­
tute has separated its training function, 
the PRISA Education Centre, from its 
professional body responsible for ac-
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creditation during 1997. PRISA there­
fore sees no reason why, in principle, 
the latter should not be appointed by 
SAQA to assume respohsibility" for 
quality management. Resistance to 
such an appointment, from other terti­
ary institutions responsible for public 
relations training, can still be expected 
due to the dual nature of the Institute. 

Thirdly, standard setting is still in the 
startinQ blocks and the process .of de­
termining standards for the various 
professions could take years:Very little 
research is being done in this regard 
and in terms of the public relations pro­
fession specifically, no published 
framework of standards exists locally 
or internationally. It is ~gainst this 
background that the need for research 
to develop a generic framework for 
communication management in a con­
textually sensitive environment, was 
identified. 

An overview of existing literatur~ was 
undertaken to provide a foundation for 
the development of such a framework 
(intera/ia: Bovet, 1995:13-14,38; How­
ard, 1995:6-11; Webster, 1996:3; 
Hauss, 1995:20-21; Hodge and An­
thony, 1991: 114-115; Wilkinson, 
1990: 12-13; Sadie, 1994:250-251; 
Steinberg, 1995:44-56; Newsom, 
Scott and VanSlyke Turk, 
1989: 1 0,506; Wilcox, Ault and Agee, 
1992:101; Wakefield and Cottone, 
1987:24-32; Toth, 1994:32; Rhodes 
and Baker, 1994:292-294; Fitzpatrick 
and VVhiliock, 1993: 316). In the follow­
ing discussion an overview of the em­
pirical process that led to the determin­
ing of the required outputs in terms of 
knowledge, skills and competencies, 
will be provided. 

RESEARCH DESIGN 

Method 

Qualitative research rather than quan­
tative research was chosen as the pre­
ferred method in the absence of com­
petency profiles or generic frameworks 
for the purpose of numeric summary. 
Qualitative research also enabled the 
researcher to collect data regarding 
perceptions of the respondents 
through intensive and extended con­
tact with respondents. Personal inter­
views contributed to mutual under­
standing between the researcher and 
the respondents. 

Sampling 

The focus of the study was the busi­
ness environment and therefore the 
corporate sector was chosen from thir­
teen possible sectors in which public 
relations is practised. Experience and 
seniority within the organisation were 
among the requirements to control the 
sample Size as well as to ensure that 
respondents would be well equipped to 
give the necessary feedback. Data 
was collected by way of personal inter­
views based on a questionnaire. The 
sample size was restricted to thirty, be­
cause of the level of seniority and ex­
perience that was required, but was 
nevertheless viewed as suffiCient to 
represent the most important corpo­
rate organisations in the Johannes­
burg/Pretoria region. The main activity 
of each of the chosen organisations 
was classified according to seven 
categories. A profile of the respon­
dents is given in table 2. 
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Dimension Description % 

Sector Financial 17.4 

Industrial I ManufacbJring 39.1 

Mining 8.75 

Consulting 17.4 

Transport 8.75 

Media I Communication 4.3 

Food 4.3 

Gender Male 65.0 

Female 35.0 

Qualifications Certificate 13.0 

B.A. 17.4 

B.Com 13.0 

Technikon Diploma 9.0 

B.A. and Certificate 13.0 

B.A. and PRISA 21.7 

Masters in Communication 4.3 

Doctorate in Communication 4.3 

No formal 4.3 

Professional Accreditation APR 43.9 

APR and IPRA 4.3 

Levels & average years of Management 20yrs 60.8 
service 

Senior Management 22yrs 8.75 

Director I Executive 20yrs 17.4 

PRO 8yrs 4.3 

Consulting 4yrs 8.75 

Table 2: Description of sample 
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1 . Internal environment 91.7% 1. Collection and dissemination of 
information 

2. External environment 89.7% 2. Interpersonal communication 
3. Knowledge regarding other 81.6% 3. Media relations 
communications disciplines 4. Personal characteristics 
4. Computer literacy 77.2% 
5. Government institutions 74.5% 5. Ability to function in a group 

6. General knowledge regardinr. 
6. Intercultural communication 

various subjects and related fie ds 73.5% 7. Organising and presentation 

7. International public relations 72.0% skills 
8. Written and design skills 

1-. 

Table 3 : Results 
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Competencies % 
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1. Problem solving abilities 90.2% 
2. Managerial competencies 86.8% 
3. Social marketing 84.8% 

92.3% 4. Integrated communication 84.8%-

90.7% 5. Social investment 83.3% 
communication 89.5% 

86.5% 6. Research and planning 83.2% 

85.7% 7. Monitoring of environmental 82.3% 
81.7% issues 

8. Cultural change communication 82.2% 
77.8% 9. Globalization of communication 81.7% 
65.0% 10. Counselling 81.5% 

11. Cross-cultural communication 80.3% 
12. Development communication 79.3% 
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Outputs % 

1. Collection and dissemination of information 92.3% 

2. Knowledge regarding the internal environment 91.7% 

3. Interpersonal communications 90.7% 

4. Problem solving and issues management 90.2% 

5. Knowledge regarding the external environment 89.7% 

6. Media relations 89.5% 

7. Managerial competencies 86.8% 

8. Personal characteristics 86.5% 

9. Ability to function in a group 85.7% 

10. Social marketing 84.8% 

Integrated communication 

Table 4 : Most Important Outputs 

and the ability to function effectively in teen outputs, competencies would 
a group, each only differed with half a also be represented in the next five en­
percentage, indicating the important tries. This indicates a growing realisa­
influence of the latter on the communi- tion oUhe value communication man­
cation manager's managerial effec- agers can add to organisational func­
tiveness. Social marketing and inte- tioning. 
grated communication received the 
same value, indicating the necessity INTERPRETA1"ION OF "rHE 
for integration with other sub-
disciplines in the planning and execut- RE5UL T5 
ing of social marketing initiatives. 

The fact that the category, skills, was Knowledge 
represented in five of the top ten out-
puts, indicates that communication The items classified as "knowJedgeD

, 

managers in the South African bus i- received a relatively low rating in com­
ness environment, . function at a rela- parison with the other categories, al­
tively low level requiring only threshold though it was viewed as necessary. 
competencies. Although only three of The following conclusions were made 
the top ten outputs were categorised based on the results: 
as competencies, it emerged that if the 
list was expanded to include the top fif-
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• Knowledge is the foundation for 
the other outputs and is perceived 
as a basic entry level require­
ment. 

• Computer literacy, knowledge re­
garding international public rela­
tions and local, regional and na­
tional government structures, 
were identified as areas in need 
of further development. 

• International public relations and 
government liaison increasingly 
demand specialisation. 

• The technological revolution em­
phasized the importance of the 
communication management 
function in the monitoring of 
trends and communicating with 
the environment. 

• Training should focus on com­
puter literacy and subjects such 
as financial management, inter­
national economy and pOlitical 
studies in order to prepare stu­
dents in advance for much 
needed specialisation. 

Knowledge regarding the internal envi­
ronment is essential to integrated com­
munication. 

Knowledge determ ines the success of 
communication activities internally, lo­
cally and intemationally. It is therefore 
essential that these requirements are 
specified within the National Qualifica­
tions Framework in order to ensure 
that candidates for accreditation are 
measured against these standards. 

Skills 

The items classified as skills, received 
the highest overall rating. This can be 
attributed to the fact that these outputs 

are perceived as intrinsic requirements 
for communication management at all 
levels. The following conclusions were 
made based on the results: 

• The ability to collect and dissemi­
nate information by way of written 
or verbal messages, was per­
ceived as the single most impor­
tant output in all the categories. 

• Written skills are still important, 
but are increasingly outsourced 
due to specialisation. . 

• Interpersonal communication 
skills and the ability to function ef­
fectively in a group, are essential 
to networking. 

• The importance of media rela­
tions depends on the nature of the 
organisation's activities. 

• Written and design skills, as well 
as organising and presentation 
skills, are recommended for brief­
ings when dealing with consult­
ants, but are not viewed as es­
sential. 

• Training should pay more atten­
tion to intercultural communica­
tion skills in order to ensure better 
cooperation between various 
population groups. 

The ability to function in a group, inter­
personal communication skills and all 
the personal characteristics listed, are 
inborn skills. The value of specification 
of these skills as necessary outputs for 
communication management, is in the 
enabling of training institutions and 
employers to select suitable candi­
dates thrqugh aptitude tests. 
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Compet~ncies 

Com petencies are perceived as the 
highest level of required outputs, b~­
cause it mainly concerns the strategic 
or management level ~f. public" rela­
tions. The outputs classified as com­
petencies" were therefore highly rated. 
The following conclusions were made 
based on the results: 

Managerial and problem solving 
abilities were perceived as of ut­
most importance duri~g times of 
change, the latter serving as sup­
port system to management. 

• The extent to which communica­
tion managers are employed in a 
counselling role, depends on the 
status of the public relations func­
tion in the organisation. 

• Social marketing as a function of 
communication management has 
not yet been explC?ite~ fully in 
South African organisatIOns. 

• Direct communication with deci­
sion makers and lobbying will be­
come increaSingly im portant. 

• AlthoUgh research is important, it 
is increaSingly outsourced due to 

• The ability to monitor trends an~ 
issues relating to the natural envI­
ronment, was regarded as a nec­
essary output. 

Although all the ol:'tputs .class~ied as 
competencies received high ratlng~, a 
number of these competencies 
emerged as fairly new to commu'"!ica­
tion management in the .South Afrr~n 
business environment. rhe follOWing 
were therefore identified as develop­
ment areas : Cross-cultural communi­
cation competencies. which are es~en­
tial in decision making and planning; 
the ability to coordinate commu~ica­
tion programs at global level; I~t.e­
grated communication; and the ability 
to coordinate development programs 
and act as change agent. The value of 
vocational training was also e~p~a­
sized in order to equip commUnication 
managers with the nece~sary knowl­
edge to deliver the reqUired outputs, 
while it will also contribute to the pro­
fessionalisation of public relations in 
South Africa. 

Based on the results of the empirical 
research, a contextually sensitive ge­
neric framework was developed, 
based on table 4, but with the following 
additions as recommended by the re­
spondents (see table 5). 

time constraints. The framework was subsequently in­

• Planning is an integral part of 
communication management and 
therefore a required output. 

• The communication manager as 
boundary-spanner betwee~ the 
organisation and the envlro~­
ment can make a valuable contrr­
bution in identifying community 
needs and evaluating the suc­
cess of social investment pro­
grams. 

terpreted according to levels of work 
(see table 6). 

INTERPRETATION OF THE 
CONTEXTUALLY SENSITIVE 
GENERIC FRAMEWORK 
ACCORDING TO LEVELS OF 
WORK 

The grouping of the results according 
to levels of work makes an important 

Communicare Vol 16(2) 58 

R
ep

ro
du

ce
d 

by
 S

ab
in

et
 G

at
ew

ay
 u

nd
er

 li
ce

nc
e 

gr
an

te
d 

by
 th

e 
Pu

bl
is

he
r (

da
te

d 
20

10
). 



Knowledge Skills Competencies 

Relevant media Negotiating skills No competencies added 

Consultation skills 

Facilitation skills 

Liaison at high level and net-
working 

Language skills 

Effective time management 

Table 5: Additional recommended outputs 

contribution to research regarding 
communication management in South 
Africa. The framework is the only 
known expression of the state of com­
munication management in South Af­
rica and the only depiction of the out­
puts communication managers regard 
as necessary to meet the challenges of 
the future. 

The framework is particularly useful in 
that it specifies outputs required at dif­
ferent levels. It provides a clear distinc­
tion between outputs required at entry 
level and outputs required at the stra­
tegic or management level. In so do­
ing, it provides insight into the contribu­
tion of the communication manager at 
the various levels of the organisation 
and serves as an indication of the full 
potential of communication manage­
ment at the highest level. 

The grouping according to levels of 
work offers especially valuable per­
spectives on the issues facing the 
communication management function 
in South African organisations. The 
fact that the highest overall rating was 
awarded to level 2 outputs, indicates a 
total lack of understanding of the role 
of the communication management 
function in the broader organisational 
context. The interpretation of the ge­
neric framework according to levels of 

work and the ratings awarded by the 
respondents, indicate that the most im­
portant outputs are delivered at level 2, 
while the majority of outputs are deliv­
ered at levels 3 and 4. It is therefore im­
plied that communication manage­
ment is mainly a level 3 and 4 organ­
isational function, but is being prac­
tised at level 2 in the majority of South 
African organisations. The conclusion 
has to be reached that a contradiction 
exists that needs to be explained in or­
der to resolve the issues regarding the 
public relations function in South Afri­
can business organisations. 

One possible explanation can be found 
in the utilisation of communication 
managers in organisations: The major­
ity of communication managers realise 
the extent of the contribution they can 
make, but are not offerecUhe opportu­
nity to make these contributions at the 
strategic level. This is attributed to the 
fact that organisational management 
still perceive public relations as a tech­
nical function, while its strategic role is 
viewed with scepticism. Another expla­
nation relates to the level of training of 
communication managers. It seems 
that communication managers are not 
always equipped to deliver the re­
quired outputs. This could be the result 
of a lack of understanding of the full im­
plications of the changes that took 
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Level 1 Level 2 Level 3 Level 4 

• Drafting of press • Collection and • Knowledge • Problernsolv)!'lg 
releases dissemination of regarding internal competencies 
85.0% information environment 90.2% 

• Application of 92.3% 91.7% • Knowledge 
visual and • Interpersonal • Media relations regarding the 
technical aids communication 89.5% external 
70.8% 90.7% • Social marketing environment 

• Graphic design • Ability to function 84.8% 89.7% 

57.0% in a group • Integrated · Managerial 

• Copy writing 85.7% communication competencies 

53.2% • Research and 84.8% 86.8% 

. planning • Social investment • Monitoring of 
83.2% communication environmental 

• Oral presentations 83.3% issues 

81.5% • Cultural change 
82.3% 

• Planning and communication • Globalisatlon of 

coordinating of 82.2% communication 

special events 81.7% 
• Intercultural 

81.0% communication • Counselling 

• Computer literacy 81.7% 81.5% 

77.2% • Knowledge • Development 

regarding other communication 

communication 79.3% 

disciplines • Knowledge 
81.6% regarding 

• Cross-cultural government 

communication institutions 

80.3% 74.5% 

• General • Knowledge 

knowledge regarding 

regarding various international PR 

I 
subjects and 72.0% 

related fields 
73.5% 

Table 6 : Interpreted framework according to levels of work 

place in the business environment. 
This in turn results in the lack of ability 
to deliver the required outputs, be­
cause the necessary knowledge, skills 
and competencies have never been 
acquired or developed. 

If the existing contradictions can be ex­
plained on the basis of these argu-

ments, the question arises if the solu­
tion can be found in the state of training 
and the criteria for accreditation. Fur­
thermore, should the implications of 
changes in the business environment 
be addressed in curricula and should 
provision be made for re-training of 
communication managers to ensure 
that they will be able to fulfill the re-
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quirements to be determined by the 
NQF for the various levels at· which 
qualifications can be obtained? Should 
criteria for accreditation take these fac­
tors into account? The answer can 
probably be found in a comparison 
with other professions, that require 
candidates to be licensed after the 
successful completion of in-depth 
training and state regulated examina­
tions under the jurisdiction of a state 
appointed body, also responsible for 
disciplinary measures. Communica­
tion managers should be expected to 
comply with the same criteria and 
should not be allowed to practise and 
to be accredited if the requirements 
have not been fulfilled. Communica­
tion management can make an impor­
tant contribution to the functioning of 
the organisation in its environment, but 
if left to incompetent individuals, it can 
be extremely harmful to the organisa­
tion and even to the economy and the 
community as a whole. 

FINAL REMARKS 

To conclude, it should be noted that dif­
ficulty currently exists to delineate 
what counts as a qualification. In South 
Africa, raising standards and qualifica­
tions is often regarded as synonymous 
with the adoption of western or first­
world measures. "Qualifications" and 
·standards· are not always ready­
made, objective entities, but social and 
cultural constructs and as a result can 
become blocking mechanisms. It is 
therefore essential that standards are 
designed by all to be relevant to the 
working environment and nationally 
accepted. 

In the case of public relations it is even 
more important that a standard should 
be set to provide a foundation for the 
incorporation of all existing qualifica­
tions into a single system, character-

61 

ised by hierarchial levels of work. It is 
important that the standard setting pre­
cess gets under way, both for the train­
ing of public relations professionals 
and for communication managers to 
add value to the organisation by being 
awarded the opportunity to playa true­
Iy strategiC role. 
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