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GLEN T. CAMERON
AUGUSTINE PANG
YAN JIN

Conflict is dynamic. So is strategic conflict management. Can you :ememb-er the
last time you quarreled with a friend, a spouse, or a family member? How did yoy

manage the conflict? In what manner was the conflict resolved?
Even as your thought processes begin stirring, let us throw you some other

questions to help you focus your Lhopghts: How much did you haW{e to give in, or \ \
how much did the other party give in to you? What ma.tde you give in, or even gl \‘.‘UU"-i fe
give up entirely? How did you deal with issues that remained in _shade.s O_f gray?- s NI
While you are thinking, let us share a short story of how a copﬂlct 1n_pubhc 5;:;111‘:4.&[1;.‘1.. '_,
relations was managed, an illustration, perhaps, of how very often in conﬂl.cts We  tendilwan g
intuitively engage in a dynamic, and possibly copcorpi.tant' process of arguing .for et o
and advancing our agendas on the one hand, while giving in and accommodating Y
on the other hand. What course we take depends on many contingent factors. "11‘-'-‘-1@.?-.@:&\, Suille
Now here’s the story. By all measures, C. Richard Yarbrough is a consummate, sl Sllg, §
experienced, top-class public relations professional. As the managing director of .. !
communications of the Atlanta Committee for the Olympic Games (ACOG), _
it was like to be confronted with conflicts—even ;.3:::‘
nta, the venue of the 1996 Olympics, and the g Oy

customary lighting of the torch to signal the start of the Games.
Management of conflicts was part of a day’s job for Yarbrough, and among 3,
the myriad conflicts Yarbrough was confronted with, long before the Olympics f‘f?" E\pu‘ﬂ“
began, was one involving a powerfy] fiewspaper that was concerned about pos- ¥, ‘
on (AJC), demanded fyJ] disclosure of salaries in _:;:‘,._.j‘r?f-qﬁm s

N




Acoa e Yarbroughy 1yaqa I
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fvate information g
:‘u.a'"“w oy o llll.‘l(:llll:;l[‘“ul enter e diMainey
Lo tnlappiness . 'ed team hy Public g, Such higy, .
|‘|||.‘ I] Chl (]I]H_" ’ e . T - 2:: IY sen .
HI'I'(""‘.l.“”Y I‘(‘}”)li'llcd ]?plfip()]]h()rg ia;; lrying 10 i(') hls ‘Vould Creaslul\’c and '.t
'y M ] t Wil 1 A]C e lh(: } Ster and CunncC_
.,||lh‘('lll|al|. I doinyp o JU thay « : elp o revelaty
{I_ gt 8 ) '1, .“(.), YOou coulq such j . { the co on could
arpn gy anad ae V()hmn“ for Wl]‘lll bsay th L 1on ho id awyers, he
Hvents heyo T i dUNe belieye orever ¢
e ‘mh'.(‘:q“ul 1llhl(_()1111'()l soon m:lztd PUshing g agcnd:rl?:m
K ain he ¢t ¢l . e
Changes o aturn thay ¢

{96 autp el Chancs o e s
TR o salaries, v,
. I L SARIICS, Yarhrgy,
deal with anissue for which e
e soon realized his by
| n lived his handg were tie
celease details ol the salavies—hug ¢ 1 E
hoard was understandably CUllCcrnn YW
) 4 » Q u
tll!:l" !hlc A.;(. W .1;1.'1111{1111 th
rather than dater, and had eve
el . wd even threatened 1
added anmmunition in the form of gy ) o
was determined to press relentless >~ bport Irom
. essly for the ¢
deteriorated to a stage where the ACOG
lic relations disaster [or the ACOG '
» which was : -
Atlanta to the rest of the world through the mi’;““ ‘:lillh showecasing the best of
TR PO _ ) “d1a, and where it wa '
e }lfn ltllu:h‘.li dsl;'m ally lalhcll than an adversary. Se0/citalite
o strategically manage the confli
e bty e g the flict, Yarbrough knew he had to change his
stanee to rellect prevailing conditions. He had to assume a different stance with hi
. : a - g . 'Jl
Jditterent stakeholders. With the ACOG board, he moved from a position of advcljs
cating against the disclosure of salaries to one of accommodation—by threatening
(o resign if the ACOG board did not agree to release top salary figures to the news-
Wwith AJC, he moved from a position of advocacy against the disclosure to
acconumodation, {inally coming full circle to advocacy by setting boundaries
( lie would and would not release. He insisted on terms for what the news-
and could not do with the information.
andoff was [inally resolved, the media hailed this as “a turning
point” in ACOG's "sca cch for its own character,” which it found by demonstrating
. e el 3 » ior” 5 , Cilﬁd 1[1
the “very best of moral, cthical and TLSPOIMbl;thaX;O)r (Budd [1995]
’ - e % . ‘Willi I]Sf 19 ' P ’
Yarbrough, Cameron, Sallot, & ML.Wﬂhla 1 e t}ccause he appreciated the con-
varbrough was able to negotiate PhCicOR

i icati ' tances: when to
comitant, langcmial, and always dynamic apphcauori1 .Oi ?:ie:?;; sala{e’ EuhaD
{ when to confront; when to allow the disp st et
advocate, when 10 accommodate—all P e
( lations yarborough did not enroll In a bidsmes{ ess
; ust as it would to any of us W‘{ﬁ.l a h{eﬁnlf; I?ﬂiéipon
nce in managing competition all

it d conflict is
competition an
.« management of 1y the
n. This 9 cyatheory (see pelow) and arguably
n

ad < «
ad so Strongly advocateq?
<

d: He I ive |
ad 1o give in. He finally agreed 1o

th the
¢ ACOG boarg’s approval. The ACOG

d about the 0
e ¢ mpact of i isi
at such disclogrn Fits decision, At the same

3
the state’s attorney general. AJC

Xe ive ]
s ;c‘luu.vc salary figures. The situation
ctlations became untenable, a pub-

paper.
one ol
ol wha
paper could

wWhen the st

negotiate ant
(0 contain it when 1o
lenges of high-level public relat
(o l;‘:n'n this. It came naturally, ) :
vience in public relations, experte
behalt of our own organizatto T
the crux of Glen T Camcmn’s conu‘}gts
cssence of what we do in public relations.
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THE STANCE WE
BY THE SITUATION WE ARE IN

ENTAL PE RSPECTIVIE:

SECﬂO.\' 11 FU.\'DJ\.\!
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r lr managun(. 1t ()f C()n{ll 1 ul b |

ays strive for a “win-win~ Commy,, ..
s, but we have 10 realize g, n]h“ali(,.]'u-,
f pushmg Ous agendas ang gi\'i:fd,lixa{‘{.‘_-.~..
ake at any given pointin iy, S, -,
C :naEL:V‘.r;,};V": '

rh‘ .
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vould be simple
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. we alw
f l whiet “L[‘comc
a formu u
v At W . s O
-an often arnve ¥ otprint
:';::_‘rc is often [i{!L’rL‘d wlll“l f(z)sigon i :
ople’s agendas, with Ilnbp ar enormous weight on the decisions vy,
pe that b€ : ement of conflicg ; g
confluence of factors i c—s50 IS strategic manag i flictin p,, lic .
Conflict is d)’“amll feld an exciting. but chalienging, Professign art""‘u':r.

. : akes thc : news media that bathe Uh,.
This dynamisitl vl ; ever present 1 el d from public rel o our .,
ter of modern life ¢ : ive rom p relalons effon,, Rl

experiences 1 managing conflicg al' Yy,
matically and empirically tesieq o D

with print, audio, an o
you are thinking abo r |
' . i Oui: °
d strategically using public relationg x:;\ e \
0l

e
present a theory Lhzft wlo
framework for conflicts

Certainly, life s
aic princ:plc

e

i

e

our own
have syst€
be manage

|
TAKE IS INFLUENCED \
1

e Missouri School of Journalism offers 5 \
t{)r-_.

eron from th u :
n;]e inevitable competition and conflicts that i
d. A diametric

Id can be manage theoretical }?c.rspectivc fmmh: sﬁtg?‘.
plex wor > taken in excellence theory (see the original excellence e .
mative _11051';‘35) the contingency theory offers a perspective o examine hm-,."o::'
;Qﬁ;“;ﬁ’[es to a’nother through the enactment ofa glv;n stance 10Wa_rd i mh;
party at a given point in tfme; how thosehstance§ change, sometimes almog
instantancously; and what 1nﬂuer}ces th.e c angehm stance (Caneel e,
sallot, & Mitrook, 1997). Cameron’s cONtingency theory argues for a realisie

useful model of how strategic public relations is practiced as a consequence of the

organization's stance. . ]

This stance can be measured and placed along a continuum, with advocacy
at one extreme and accommodation at the other. Most of the time, organizatigns |
do not remain at the extreme poles while arguing for their own interests exy.
sively (pure advocacy) or making concessions to the other party exclusively (pure
accommodation). Most organizations fall somewhere in between and, over time,
their position usually moves along the continuum. At the same time, each public
that an organization identifies will also be determining its stance toward others,
changing in response to conditions.

Between the two ends are a wide range of operational stances that entail
“different degrees of advocacy and accommodation” (Cancel, Cameron, Sallot, &
Mitrook, 1997, p. 37). Along this continuum, the theory argues that any of the
cighty-seven factors (see Appendix A) derived from public relations literature,
e;(cellcnce 1hc'ory, observations, and grounded theory (Cameron, 1997), G0
2;?:;’:25 blz_ﬁft;g‘;nocfe?nhz.rganization on that continuum “at a given tine regardl;\f
Sallot, & McWilliams, itrook, & Cameron, 1999, p. 172; Yarbrough, Camero®

' s, 1998, p. 40).

The theory seeks to understand the dynamics, within and without the 0rga™"

professor Glen T.Ca
1o understand how t
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zation, that affect an accom
contingency thcory SpccifieTOd i
that undergird such a stancé a?d =
¢ viewed by artifici » a'on
rl;mdels. It ail;,n‘s ;lﬁflany CIaSSif}’ini publj » SO thay - "actors, and forces
. O “offer a struct lic relationg py. Public relations ds
accomrll}odatlon as well as the C[;Irc > Practice inyg only fouic $ ;101
in public relations iy 'C andin Ve
it practice” (Yarpy - 4Ing of the dynamics of
p. 41). Put simply, the stance we rough, Cameron S
take is influenceq b’y lli:??:: & McWilliams, 1998
rcumstances w ‘
s we face.

The Circumstance—«
ndsrr

Under the overarching =y De
developed the contingency (] ~hends” pPhilosophy, ¢
pure advocacy to pure ac?:!o 1eory 0[accommo(la1’ionﬂlljncm_n and his collcagues
organization toward g givcnl;::;)?'damm 1o represent tht l;sl;;ng a continuum from
fore, contingency theory is foc, lc‘ atagiven time and in 5 g:,i‘; movement of an \
with a given public, not the omlSLcl on the stance of the Organli :m'laut.)n.Thc-rc- \
the organization taken at a giv _con.'lCS o_f a public relations Dractif“(’)r% in dealing
tors. Cameron and his collcaguz?iﬁ?{’;:lg [_Zlmd 1o be influenced gy dificsgs::;(éi
(see Appendix A) that were (Hally identified a matrix of continge ors
roristics of the Ol‘ganizati;:. 8rc(13~l:[?Ld Into internal variables rclact(():gl:;l&{;n} flaclors

and external variables regarding the envirom;g;?l:;&

in public relations.
Cameron tak i "
takes the position that this welter of factors is not only a realistic

portrayal of how complicated an isti ' .
that any good theory in the “VCHily-Si(i)xl')si:lgé‘:?&iﬁ 3}:2)321 rrcéllemon; practice is', but
natural phenomena. He argues that, like our colleagues i‘r:l“ul]cc complexity of

. " é o so-called hard
sciences such as biochemistry or medicine, we should embrace complexity. Whetl
in the understanding of cancer or the more complex understandiné oxff.lhe e ;Ie:
agement of conflict in public arenas, answers depend on multiple factors. Just as
biomedical understanding, for example, is not a matter of one or two factors,
social phenomena are similarly complex and multifactored.

The contingency variables are catcgorized into predisposing and situational

factors: Predisposing factors include the characteristics of the dominant coalition,
ations’ access to top management, organizational size and culture, and
so forth. Situational factors include the characteristics of the external public, per-
ceived urgency and threat, and the feasibility of accommodation. Predisposing vari-
t goes into a situation dealing

ables determine the stance of an organization before i
with a given public, while the combination and variability of situational factors
er time, depending on whether the situ-

may shift the stance of the organization ov Hng on o
ational factors are powerful enough to change the predispostiion 10: PECUSHES

stance on the continuum.
One key argument of contingency theory

from the cluster of strategies and tactics that follf)w o
strategy and tactics in public relations, but 1s N0

public rel

is the disentanglement of stance
from a given stance. Stance drives
yIonymous with a style of

o e
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. » decide 10 be munig
-, arion May ¢ . ifice
nple, a1 o 11/(: announce a new health plap g -.-:n""'&'d
: zor ¢xal r L jon o - i ani : oL
-ommunication: For "\, -onuul"“cauof -ally associated with manipulatiey, 0 “‘K‘rs.
C l ]. y ll\'inu ()HU—\\'a}. C ]1}? c [Y‘P]:L‘r rn]alioll 0[ anCﬁl 10 a kcy pUbl‘ hr“h
a public; B C8 unication MO e infOTR -y theory is the propogy; &
One-way € in this instance he contingt ome cases for one’g Ho ats
aeandizing but tributi essively 11 s ) Organ;, iy
- yher key o Jocate 88! urse to take. To understang Moy
) ‘\'1; , acceptable 19 advo ¢ ethical Cfl;c taken in some situationg éh S,
‘I[S 1:&;{1 :;:1: also be the (ive stance Z;ch on several kKey variables, :Whig Croy
i . ativ »d rese izati e,
wrical or accomil sducte revent an organization frq ey
mtmfﬂmd Reber OI)IC((:;C are factors thalt,:r)l" in mind that each Public? COHa‘t}.
Crl(l)mr;);“iptive factors. Thes! ublic. Beawa?d others, the proscripum]?al Oap
G E ymunicatin s stance 10 ine in a regulated i 'S S0y,
orating OF COMTE 4 termining ! nies operating in a regulated mdumw >
organization that is dere e, two compf be allowed to communicate, Similaﬂ;u
rimes mutual. chrrcs;encralioﬂ may n?naY preclude it from accommodatiy, (;\.
as clectncal.pqvn Fan Orgamzauons abortion may find it moTaHY 1mp0531b1e -
moral COm'”CEIOus Se} oice group- And an organization tha, id’en1
igio : -cn 5 . i
tures. A rc}l%;lollaboratc with a pro l‘i'  opposed cannot make genuine aCCOmmndll
negotiate (l); ties whoare diamctrlcﬁni}tion taking an adversarial stance towapg 1}?
P L . 1 : :
I!cs twfoolne public without DY dcot . date both those opposing a Wal*Mai
Lo ,oning commission cannot < a proval.
other. A zoning (eam seeking ap
. he Wal-Mart 1€ oted that often one hears pla;
Jocation and the d Reber (2001) 1 ) aTs DPlatityge
»ron, Cropp, anc == ctice accommodative public relay;
Camerot: " nization is willing to pra sbeli ons by
about how an olganl;]'_‘c They argue that often these statements belie actual pragg,
. ublic. A
reaching out 10 acI;i ive factors preclude an organization Fo acr:ommodate OT evep
when these pros : I; ublic. It is concluded that for those situations, even though
communicate witiiap ation seems tO take an excellence approach, their stange
. > ]Z s
the surface an or%a;lmves on the continuum of accommodation toward advocacy
vi anges an % ; :
swnmé iC‘I’I(;n %ts hature and major application, contingency theory is a positiye
heory, which describes when and how different types of public relations g
tneory, o . . 1 ’
r'zctiied providing a more realistic view of the profession and the “It Depends’
feflli[y of’PR practitioners’ decision-making processes. Contingency theory takes
4 . . . . .
a dynamic view of the continuum from the very beginning, in which the organi-
sation’s stance is influenced by both predisposing and situational factors. In light
of effectiveness and ethics, Cameron and his colleagues propose that true excel-
lies in picking the most appropriate stance on the continuum at a given
ence p g
time toward a given public.

PILLARS OF CONTINGENCY
THEORY—DYNAMISM AND REALISM

Dynamism in Conflict Management

Contingency theor _
tive engl hcay'»l-hemy takes the strategic communication management persP
- “Mphasizing the importance of managing the communication betwee an
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R 1t - 1
2 th c- roie of power conirol
scision-mexing process with its cha
. <termnal fact

differ
€Nt strategj
0 : 8ies at diffe .
raf :omxnant coalition hl][fsrcm times. 1t also
teristi e t alans
Ors are identif C;Stlcs: schema, and fear m{lbhc relations
ed as influencers of " 0 lh'rcals. Both
Recent siudies using coniing ¢ public relations
-ne Held of high-profile conflict r;;enlcy _theories have demonstra "
e source-reporier relationshi solution, health-related crisis ed its applications in
,2005) conducied content 1p' 10 Name a few. Shin, Cheng, Jin 1oy cor o0
- tent analvses of ) - Cheng, Jin, and
- FRNE Y S : News cov : » and Cameron
nroviae @ natural historv of t erage for high profi )
Tre content analysi . he use of the contingency th profile conflicts that
e conteni analysis tracked the changine stances ¢ cy theory in public relations
o o .

tinuu nces of oreanizati .
continuum from pure a , reanizations
b dvocacy to pure accommodatio; in responﬁo"lng on 1&1@

J 10 a number

of contingent factors that can j 3
jatl itdid t Just as readily move an organizati '

modztion as it did toward advocacy. By intearati s ion toward accom-
-he conflict literature with the contingen ’t{h ing _COnﬂlct_ resolution models from
- esults confirmed that strategies as wall Cy theory in public relations, the research

e : S1ES ell as stances of an organization and its public
cnhznge over time. Both parties in each conflict demonstrated overall advocacy and

. a
employed a contending strategy predominantly during the conflict mana ?ment
process responding to perceived threats. il °
o )

Usu'{c, C(_Jntem analyses ?f se\fere acute respiratory syndrome (SARS) news
coverage in Singapore and China, Jin, Pang, and Cameron'’s series of studies (2004,
2006), and Pang, Jin, and Cameron (2004) integrated crisis communication strate-
gies and contingency theory to identify the influential factors or conditions deter-
mining the stances and strategies of an organization toward multiple publics. The
health-crisis related conflict studies examined how crisis was communicated at the

macro levels by the two governments, what stances were taken, and what strate-
nage strategic publics. Findings showed that although both

hare similar cultures and media systems, and perceived the
crisis similarly in terms of severity and attribution, the dominant factors and moti-
vations influencing each of their stances and strategies between advocacy ar_ld
accommodation Were different. Singapore, perceiving SARS as threatening to 1ts
political and social fabric, was more internally motiv_atc?d, and k.lence more advocat-
ing. China, anxious to downplay the pressure from its international detractors, was

' i iati f culture
externally motivated, hence more accommodating. The differentiation 0

i in an examination of comparative
iti stance were accentuated : con :
e police e 41 role culture plays i studies involving

i is, highlighting the critic S in :
appfoaCheS fke ¥ " org? 'zaotion as well as between governments i interna

the government as the organi
tional public relations. .
Slilin and Cameron (2004) surve;;dtééétgggﬁc
j i i ived contliC
journalists about thelr percel et inate

f that ! " io Ly Cnonelency and accurac regarding the profes-
' nt, cong ) Y
differences among agreement,

43 . ~urnalists. While the WO
: - ractitioners and Jour |
: ; :an of public relations P _ > rerms of roles, va ues,
SIOI}BI ?rlenga;;ggnstrgted their PercePwal d 1screpanC1€§5i: :)oth also revealed 3
prolesslon dvadic adjustment and attitudes 10 lly manage the degree ©
independence, 1Y i Ior minimize the conflict 1O strategically
tendency to escalate

gies were used to ma
Singapore and China s

relations practitioners and
the two professions. They
dbya bilevel of perceptual
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r6si ublic relatione
ests of their own prq[(,:,sm?_- . m'aimz;.‘lauonh Pragy,
e ists, while journalists e ned profegg 1O, 1)
¢ journalists. Ssmnal' s ”
l:;lh

conllict in the inter
adversarial.

sought to accominodat
by tending to the more %
Contingency theory has

Cameron (2005) examined stra oA
J
assess whether the two-way sym

cen applied to international _Seuings as well, o
tegic conflict managemeqt int e Korean . lmanq
trical model of public r‘_flatfons Propoy,. .

-« theory had universal or Lranscenfﬂcnt apphc‘ano-n across cu(ll A
nce theory d strategic communication wer,, m l“res‘
onated with a program of com Mg

at the way conflict an
_ This work res ina
g (Zhang & Cameron, 2003; Zhan &EHW

depended on many
eron
xeseardiicondugod by zmngda‘nctic(r:z;rtlional studies, diplomacy research ang V&
3 n < »
Cameron, 2004) that merged 1 g anies and co y Puby;
relations. Findings suggest that mu}tmamton?alctcoorznglong the cont;gngl - anaf;ﬁ
conllict strategically, movig lresponiiecagon of contingency theor}% a?fg Congjy,,
alled public diplomacy, the appik 2 a bey,
uum. Called p P lic relations offers promise for more foecqu ;ur
g

the excelle
Results suggested th

Realism in Litigation Public Relations
Using contingency theory, Reber, Cropp. and Came.ron (20,01) analyzed the lone
considered adversarial relationships between public .rela.tlons Practitionerg ang
lawyers via Q methodology and depth interviews. Sl{bJ?Ctlye attitudes we
sured regarding strategies in dealing with the public in times of organj
crisis and how the individuals viewed their professional counterparts, W

found that lawyers more accurately projected the public relations response g ;s
vice versa. Relationships seem to be all-important and the proverbial law-pubhn
relations conflict may have taken on nearly mythic proportions. In actuality, 1(:
appears that legal and public relations teams very often work together tg establ%sltl
favorable antecedent conditions for both litigation and for quite frequent negotia.

¢ me,.
Zat‘l(]nal

tion of differences with publics.
Reber, Cropp, and Cameron (2003) further applied the contingency theory
Publicity ang

ol accommodation to advance the role of public relations beyond its
scriptive vai.

media-relations roots to a crucial place in conflict management. Pro
parsimony to the theory

ables (e.g., legal factors, regulatory agencies) further add
rd a public at a given time,

by establishing ground rules that affect a stance towa
A case study out of an in-depth analysis of Norfolk Southern’s hostile takeover of
Conrail (Reber, Cropp, & Cameron, 2003) illustrates the dynamism of conflic

tanagement m public relations as well as the proscriptions on how an organiza-
o

tion handles conflicts.
.y ) : : -
n advancing the theory in the field of litigation public relations, Cameron

and his > - : oo
m-nam;bq lci'gg?agucs have identified a matrix of variables that might affect an
Coglin(;;nq, :hS;ance toward an individual public. Research evidence shows that

“\7 = K

public?elalions :clt}iv?tfyfezlifoa richly complex and r ealistic portrayal of changing
. . g a continuum { .
modation of 3 gtven public at 3 o _ Tom pure advocacy to pure accom
given time,
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gxpansion: Emotions ang Threat A

Jin and Cameron (2004) ca)e
publicr-relations theory builg
in public relations, crucj
theory that take into
regard Lo contingency

Ppraisal
ntion 1o the rol
. - (:
Mg. Using ajp adapteg

al dimensions were added 1o ¢;
account tmotional one, weight

- factors (sce Figure 518 | :

model is presentgd on a n}ullidimcnsi%mal plar)l-c/:sléll?igurc 9.2), proposing 1l
for a given public at a given time in 5 given public rclaliu;ls’clnczrl;:::l?l%tmll
across external and internal contingent factors, the public’s Cm“‘"“”a‘u‘ u?::
temperature, and weight regarding encounter-related cominlgcncy factors wil’i

have strong cf{ccts on the publics siance toward the organization on the accom-
modation continuum,

The role of threat assessment—closcly rel
affective factors in the public relations de

of an organization—the conceptual framework of threat assessment was introduced
into the theory. Threats, both internal and external as identified in the original con-
tingency factor matrix, have been commonly used 10 describe the state that a
nation, organization, or individual endures during

d for atte

of Cmotions as ce

: ntral 1o
apprais

al model of emotion
meron’s contingency
- and temperature with
otion-laden contingency

ated o the new focus on the role of
cision-making process regarding the stance

a crisis. Jin, Pang, and Cameron

Hot

For a given
contingency factor

: Emotional
' . temperature
i ——
| i (
‘ / Emotional tone
) & (tone of the color)

I___'__‘_ L S
c—

Cold
e T
Emotional
weight

e with regard
9.1 Emotional tone, weight, and temperatur
FIGURE 9.

to contingency factors
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(2005) conceptually differentiated threats from “risk,” “fear,” and

arc the cause and the effect of crisis. They proposed the explicatio
by expanding, cross-fertilizing, and integrating ideas from an
review of literature and enumerated the dimen

A threat appraisal model within the con
cognitive, affective, and conative levels
Two empirical tri

Jin, and Cameron (
threat on an ongoin
ol how e DRt of Homelgng
: C lerrorism-relateq threat was ap

conflict,” which
n of the concep
interdisciplinary
sionality of threats (see Figure 9.3).
tingency theory framework is based on the

of threats (see Figure 9.4).
als were conducted to testt

his threat appraisal model. Pang

2006) adapted this mode] 10 examine the fabric and faces of
g issue and to see how It can be communicated. The issuance
Security (DHS) was analyzed it
Praised by the DHS, and the co
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meurg o Threat appraisal nodel based on cognitive, affective,

and conative Jeyels of threals

howed a shared view by the DHS and
thought otherwise. Though

servatlve and Jiberal audiences, Findings s
n, more internal consis-

the conservative audiences, while (he liberal audiences
there appesared 10 he consensus in threat communicatio
reney within the O s needed to optimize its effectiveness.




ed an online experiment on the Cllecrs

blic relations professionals’ cognitiye appr(? hrea
s, and the stances taken in thl‘eat-ea M

co internal threat t
tuations. Using a 2 (external versus 1= design 116}31231))1'X 2 Jong.,,
situa rn; threat duration) wnh.m—SL‘l J cenarios' Bess hlc relations Dr:“ Ve
Shon'[e, -posed to four crisis situation scel ! S c ﬁndmgs ¢ Vﬁies.llx
als were exp t type on threat appraisa’, emotional aroygy) ang dleg
main effects of threa )0 dations, and the main effects of threg, diy n
storic-mixed accomm 4 : ; Taj
rﬁulolf;;tn;onsequences. Interactions of these tlwg ihrif_t dimensjopg re
1 i i i
a' ; nal and long-term threat Cofnbmanon {1? 19 gher Situation,) d

exter. and more intensive emotional arousa - This study furthe, exam-emands
ognitive appraisal, affective responses, ang S‘ancelsmd the

oS ag
Tegardig Ihri{“
dlg

Jin (2005) conduct

and threat duration on pu !
affective responscs 1o three

appraisal :
;;I)ae[é?; S ceat consequences. High cognition and stronger affect
were found to be related to more ac.:commodatmg stances. -

These recent advances in contingency Fheory aflfi 1ts appllt-::atlons shed |jg;
the feasibility and the imperative o_f inte.grzfnng cognmop, emoFlon. and conaﬁ l‘fn
public relations research, and Prow.ded 1nsxgl:1ts for Qubhc relations prof@ssiona]mn
how to apply the theory to their daily strategic conflict management Practice, Son

Extension: Conflict Positioning
in Crisis Communication

Cameron introduced the term conflict positioning, which he defineq ag positi
ing the organization “favorably in anticipation of conflicts” (Wilcox & Came::)n‘
2006, p. 244). This, he argued, is the culmination of sound precrisis preparationn,
such as environmental scanning, issues tracking, issues management, ang form 5,
lation of crisis plans, among the recommended measures organizations Shoul]l(i

engage in before crises erupt.
Taking this concept further, Pang (2006) argues that the key in OTganiza
vorably in anticipation of e

tional strategic thinking is to position itself fa
Practitioners must understand what factors are critical in determining an organj

zation’s position, or what Pang calls conflict stance.

OO
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e Org?flin Izﬁi(;n On the contrary, if the
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i et th
organization takes will afft.flilsnl n
R . AT I' g . : :
comllguity @ B changt.&;(‘d wildly diffcrential stance from slralegysioham:tm.
i > onlzed, . . i l
strategics. An async‘hlo'x e sition during a crisis. : arguﬁh
jeopardize an organization’s | qln
ENCY THEORY

NEW FRONTIERS FOR CONTING

: actors
Measurement of Contingent F .
tors, an essential component of continge,,

- ix ingent fac ' namics : Co
FHBIGEITR olcont gc[rum of understandlgg the dy and stance mOVe;;Y' Dy,
Vadle: S SStemarc Spe d decision-making processes. Shin, Cameron, ang e“lin

BrC = AEORS prac{icteisozlz:l survey of public relations-practiFione_rs on the
(2002) conducted 21.1:1 ent factors and the influence in their daily Publi ,
impo‘rlancc Oli o Isgacrrecd that contingency theory did reflect their Pray; long
practoe. Pract.mo.n e1r-rcfated characteristics were found to be most inﬂuemial
ity, and ?)raga:;ﬁu(ljc;lmeron (2003) developed a scale to mee}sure SOme keY dimc
sions I;F C;;lingem factors to accord the It-:: Orgfs?llilzlee:;?:;??;; f paﬁs.‘mo Ya::;i
applicability in daily practice. Via a survey theory by co tDu lic Telag,
iti he authors quantified contingency Iy by cons fucting seq
practitioners, atl constructs: external threats, external public characteris i
i;xlcizotllllaelog]:;fa cteristics, public I.'C.latiOI'IS d'epgir;mentfckllzr?titef'n?ncs, an_d_domin::“
coalition characteristics. Practitioners Cltle b(;f':ll” On e I%e r?mngf aCtIV-ISl Claiy,
credibility and commitment of an external public, at- o di Ii € OL bublic rejgyy,,
in the dominant coalition as contmgenm.esolmpac g dialogue with comending
publics. In the near future, this research will inform the development of eXpert gy,

tems and decision-support software to aid practitioners in assessing the intemy
and external communication environment as a stance for the or

;i e of
tics, Otgap

ganization ig g,

veloped regarding a given public at a given time.
As more measurement and scale development research Projects are eye.
cuted, each identified contingent factor or cluster of factors will continue tg e
examined systematically. The interrelationship between contingency factors will

also continue to be studied.

Further Elaboration on Stances

This chapter has emphasized the importance of stance as a key concept in under-
standing public relations practice, According to Cameron and his colleagues

o
Stance moves along the continuum of accommodation

depending on the Circumstances, The continuum has two poles,
accommodation, that I€present the extent of willingness to make concessions o
makfe changes within the OIganization on behalf of abpublic. One key argumem.oi
acggiingt?ncy the:ory is the 'disentanglement of stance from the cluster of stratff§}€5

actics. Unlike Strategies and tactics, stance is operationalized as the positio |
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Jin and Cameron (200 ped and te CIC 1s a lack
" 6) embarked sted in tern ; of any multiple-i
for mua.:,l.lrmg public relations on s of its evaluative p L~1_u:m
and validity standards and can 1S)tzmce ( qualities.
C appli

public relations and stance is wi
pe

Building on thi i
might Iic;)cus orlls t[l?::mdan.onal work, future studi
: explication of the cli ies on stance and its me

continuum, COfreSPOndin t client and employer ad ¢asurement

provide a full picture of tﬁe (()1 the aspect of accommod‘;lioi : e ant

- ccommaodation. Having estab?n‘;alg of contingency from purf Slblxcs, SO as 1o

: . ished that th 2 advocacy 1o pure

in response to a comple the stance of a "

- X se n organiza i

‘< enacted through public rell ;f- factors, future work on howg:hat ptzi(r)trilclts‘;dymmlc

theory as a more ¢ tions strategies and tactics will ad S
omplete theory of public relations ill advance contingency

RECETE
CASE: THE SARS CRISES

For months in 200 i
as pneumonia but‘)’ihtfllli:t::vg ici;:y;lcﬁgire;lle%e tf)fy astain of virus that masauernCe
oy the virus in ho severe respi al effect. By all accounts, the mystery of
: : spiratory acute syndrome (SARS) has come to be has
remained largely unsolved (Bradsher & Altman, 2003). What began as routine
feve':r and cough in a Chinese physician, who was later identified as a supercarrier
rapidly spread to people who had cursory contacts with him, spiraling into a woﬂd'-
wide crisis that spanned across Asia and North America (Rosenthal, 2003).

On March 18, 2003, Singapore¢, a cosmopolitan city-state nestled at the tip of
Malaysia, entered the annals of the World Health Organization (WHO) asa casualty

of the dreaded SARS. On April 2, 2003, after months of foot-dragging and denial,
China reluctantly joined Canada, Singapor¢, Hong Kong, and Taiwan in the SARS
hit list. It soon became appare

nt that China and Singapore were 10 take different
approaches to reso

the one hand, adopted a transparent
approach. When it was finally cleared of SARS on May 31, it was praised by WHO
for its uexemplary” (Khalik & wong, 2003, p- 1) han

dling of the crisis. China, on the
other hand, has been blamed for escalating the crisis thr

ough its failure to curb the
disease earlier and for covering up news about the rapid outbreak (Bckholm, 2003).
Except for a huge sigh of relief, China did not receive the sam

e kind of reception
that SingapoI€ did when it was declared gARS-free on June 25,

Note: This case study is excerpted from the article that is first publishcd by the authors in the Journe

of Inlernational Communication.
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. appically opposite ﬂPPwaChc‘; aciol)[lc‘d by the I‘.W(.) OV,

The dmn}ut‘ “ opportunity to study how they commumcaled llmmms
an intriguing l-ic*' approaches, contenf analyses of reporyg ¢ crig e
(Wo cou"“", {;;11cc of enactments of informationg] Stratees; ub]iShéJ“
il mrc;\;;)l)roach, data come frorm the Populatiop of gi\
T e, Singapore’s newspaper of £ecord (Turpbyy SARS o
from Thre _gfmzr.s 7:!!1211 data come from the population of SARS Sloricg e ﬂnai
Iyzc; C12]n?nb:li;hgz)(\)r‘crﬂ'mcnl-run English Daily (Marsden, 1990) thmughou(ihf"ﬂ
D(”'y' 111l 2 i
ruptness, and volatility of the situatiop, brougy, . he

. ooy

duration of the Cns:sf.i.I .
ke 1Ly, ¢ §
D ot the exiger d imperativeness o manage the crigj as
efﬁclenuy

il s an

by SARS, _m}]d [?:p::ls%g]]::cl})yatlle respective governments, a.nalyses Of the ¢
and cffcmvc y‘n sta;l ces and strategies, as well as the pub]lFs' responses. thrmcse
and Smgaporeawould provide a more accurate representation of whg, h Oug,
ncwsd itl):;f;’]rﬂogr‘;lcr sources, like press releases. Martinelli and I.Brjggs (1998) ar ap.
Sicar]tc;n a crisis, the media become - lmpor{?g: :Sl?ilcltlo if letf: i? . ) Banizagig
stances and strategies, and the effcctlver;ess w. e fgs ds messages acrogs
its publics, rather than other means, such as 80;6 oS ued press releases,

With every quick turn of events fiurlng the crisis, t ¢ governments Needeq
communicate speedily. Arguably there 1:? no be.tter way that it coul.d have_ done 0, in
rapid succession, than through the media, particularly the respective Nations’ preg:

gious newspapers, which the government trustec.l (Kuo, & Ang,. 2.000;
As subjective as the news reports may be, we believe that prestigious
argued by both Krippendorf (2004) and Riffe, L.acy, and Fico (1998), would Project
fair representations of the government's efforts, intents, stances, and Strategies, Mar.
tinelli and Briggs (1998) also argued that by examining the Strategies, anqg POssibl

and stances, that are evident in media accounts, it can be determined ho‘:,

sented
analyze the st
key media outlets, a

Lecher, 2003)'
newspapers, as

the factors
effective the organization was in getting its messages across.

Discussion

was left 19 ] ; :
le re . ed on Coombs’ (1998) typology, it
is a I'eﬂ:ci-esponmbﬂity Instead of attributing
characterizeq fam; at Singapore ang Chl'on of the conservative, collectivist
and natjy, amily security, regr .. f1a come from, Such eyl e
al Security (SChWartz' Oration of SOcial orde oo cutures ar
4 L Preservation of values,

., 199
p. 102 * In d SCenariO Wherf‘_‘thgpnnmn.ﬂrnn"——~
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communist Party relieg on eff co \ argely
forces of traditional valyeg ané?i)tw
n that regard, it is posc; atriotjs
: 0), would [ Possible that the meq..
2000), rame the governm Medig, Which i

andle the crisis. Sj ent S Neo- .
to har 1IS18- Singapore g oo e
than just a reflection of Media as .

known to be extrem Taming, : N me ’
ely Proactive wha i:ei = 'a system, More

S confrg
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country’s survival, Darticulaﬂy politica;
ica
thre ats 1o the

extended to biological t}
g 1reats as wel|. " (Sikorsk, 1996). This can p
- 2 c
Organizations” Stances
and Strategijes: Advocacy tq Gal
alvanize Accom
» mo-

g;ggf s::niz:i;v Cgmparing the Chinese gov
. Cr ’ 2
g il taIl' their Te€spective publics as fiment S and Singapore govern-
g at these two goverp evident in the new i

pared to the Singapore governm ments tend (o Move in 3 s $ stories, our
be more accommodating whe gnt,l the Chinese government hs Imilar way. Com-

i 11 dealing with pypj; » however, tended
tries, as well as the . 1th publics such a5 . 0
general publics, The differences are a] foﬁ? ? lf)orugn coun-
0 be statistically

significant respectively.

public relations programs, if executed properly, could help with the manag
ement

of this kind of crisis.
Taking a cautious and proactive position, the new

s.eemed to put substantial efforts into building constructive and cooperative rela-
tionships with a variety of key publics threatened or damaged by the SARS crisis
Three reasons are proffered as to why the Chinese government found accommo-

dation toward WHO, foreign countries, and its general public a better stance:

Chinese government

o China was cooperating closely with WHO, a world body, to find the antidote
for the disease. When the hallmark of a relationship is that of cooperation, accom-

modation almost always takes precedence over advocacy.
ign countries and businesses is

n An accommodative stance toward fore un e giller
consistent with China’s well-embedded policies on bmldmghopctllmal 11}tern§§1(<))naiic
: . mestic econom
rela gi reien investment to support the domest
tions and encouraging foreig | and diplomatic interests.

de"’elopment, based on political realism, and nationa
i its directions.

sive populace to follow 1
B eacomr will sway them

a The government needed to steer itl :+ is accommodation that
; B § ,1t1sa
While advocacy could galvanize its p€Op ?ﬂna that would be important factor.

over to its side. For a huge country like C
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appears to be thu the ge Sl
verall decision- :
be due to O maklng abll[ Q St

not infect the gene
that the virus is not sp
the government to m | f .
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fear. Fear can emerge asa o e Hecting “he GraAEzationl Stratagl s e o
Orrenlly' The most used strategy in the Chinege goc:cun-

threat was an underlyilglgdiffe
tries appeared 10 respon ration while that of the Singapore government Was a1 m.
ration of Chinese government officig) Cha:ck.
: ac.

ment’s arsenal was cOOp€
better educated, and less ideology- driven ;
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This could be because the ncwogei?ce
3 ounger, more energetic, u ; - e
teristically y frC;Jm the use of traditional political propaganija in dealing wity
to back away much more accommodating Strategy, SingaDorlr
e

. ; for a ;
Pied o mix of suategis, ranging from cooperation with some publcs g
WHO, and attack on others, like the quaranuned pu l.k, aling strategies like
attack were softened with accommodating strategies, iike cooperation,
Publics’ Perception and Emotional Responses toward the Organizatjqy,,
Same Perceptions, Different Motivations. The multiple publics iy both
countries appeared to agree with their respective governments in the Perception
and attribution of the crisis. There were no significant differences in the levels of
emotions displayed, or the emotional temperature. One can surmise that the
publics are generally supportive of the stances and strategies employed, 4
reflected in the media coverage. Foreign countries and businesses in Chj
however, most supportive of the Chinese government’s efforts, compar
same groups in Singapore. This could be the result of the accommodati
taken by the Chinese government in reaching out to them, or it could b
ception the Chinese government wished to project in its media after all t
tions of the initial cover-up of SARS.
~ Again, threats seemed to be the predominant motivation among the publics
I1]1; stg,esti;v;a;%igg:'s; i;g E;Zttlos tﬁl;ir;: the similarities end. Compg;ed to the Chi-
by ffie Extetnal onnc) 8¢ Yernmept seemed to be additionally driven
mely, general pohtlcallsomallcultural) environment inflicted

by SARS, as well as the external public. What this may

ral public. and
read, This may
ake crisis-time PO

dominant

na Were,
ed to the
Ve stance
e the per-
he allega-

through the i
iy el?edia, and because, as Hao ( 1996) argued, Singaporeans generally
ment and what it te]]s them through the media )
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) varied publics aimed at regaini TKed on accommog had nflicted—pack stinate
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! M a reflection of the threat and urCOmmodatmg, It displaer’ did not mean that the
h addresses, threat is a powerfy] factgency of situation AsY&d traces of advocacy as
) (cameron, Cropp, & Reber, 2001 Or that may cayge Dscma’;icogontn;gcncy theory
= * on the .
gy ) . ‘The stance and strategies, as g re flecti ¢ continuum
P polmcalh CIrIC_tIJ(rnstances’ Is accentuateg aolihe differentiation of cult
c approaches like this study, e . N an examinati ures and
h‘ Y. even if both ation of comparative

icht down to medi he Sin :
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appeared to start off on the same : - hwartz, 1994) as :E:legts.
together, and the media can help. v
little more'prodding_ from the international cop i
to terms with the ;rlsis. That is why while one o}I‘T:Uk by
cate the threats, it was also driven by the appmv;lss €y motivations was to eradi-

WHO and foreign countries and busi ot its foreign publics, namely
. ) usinesses—the internatj
help it strategize. national community—to

In a setting where the organization i
rgade between cultures, the role cultur;1 pllsa;llesﬁzﬁcrinbr:i?&:;% con;parisons are
Cldat(-?d. In terms of theory building in contingency theory, cultur an h[.urther elu-
a major factor of consideration in the movement of the 'or anize;;t?v 1’Ch was not
previous studies of the theory, can be incorporated as a pred?sposin;:asr 1?1?1?:& in
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QUESTIONS FOR APPLICATION

1. What are the elements and dynamics in 4. Besides content analyses of news reports,

strategic management of conflict? how else can you capture the stance
movements of an organization in conflict?

2. How do the twin concepts of advocacy and
accommodation, central tenets in contin- 5
gency theory, apply in your experiences in
managing conflicts strategically?

What are the similarities and differences
between stance and strategies? Should
there be a contradiction between the two,
how do you reconcile them?

3. To what ionship man- .
Pl e};{;;eég ggesmftlﬂgﬁ;wbgne ficial 6. TNhat. other key .variables,l besides thq:_e.
relationships and anchored on two-way 1dent}ﬁed by coqupgencynec;r)gnai;gtglglnx’s
symmetrical communication, help parties cal in determining an OIg

.resolve conflicts? stance?
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MATRIX OF CONTINGENCY FAC;%I;LNIZATION’S
VARIABLES THAT AFFECT AN O
RESPONSE

External variables

Threats

g Litigation '
n Government regulation
o Potentially damaging publicity
o Scarring of company'’s reputation 11

the general public .
Legitimizing activists’ claims

the business community and in

o

Industry environment

) or static
s/level of competition

o Changing (dynamic
f resources in the environment

o Number of competitor
o Richness or leanness O

General political/social environment/external culture

o Degree of political support of business
o Degree of social support of business

The external public (group, individual, etc.)

o Size and/or number of members
Degree of source credibility/powerful members or connections

o
o Past successes or failures of groups to evoke change
Amount of advocacy practiced by the organization
Level of commitment/involvement of members
;\glg;tf}er the group has public relations counselors
IC’s perception of group: reasonable or radical

Le ]
i g:i }?grr?:dla coverage the public has received in past
presentatives of the public know or like representatives

of the organization
Whether representativ
from the public

o
o
o
o
o
5]

O

es of th -
€ organization know or like representatives
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g Public’s willingness to dilute its cause/reauest felas

a Moves and countermoves Hereuestidaim
Relative power of organization

Relative power ol public

o
o

Issuc under question

o Size
o Stake
o Complexity

Internal variables
Organization characteristics

Open or closed culture

Dispersed widely geographically or centralized

Level of technology the organization uses to produce its product or service
Homogeneity or heterogeneity of officials involved

Age of the organization/value placed on tradition

Speed of growth in the knowledge level the organization uses

Economic stability of the organization
Existence or nonexistence of issues management officials or program

Organization’s past experiences with the public

Distribution of decision-making power

Formalization: number of roles or codes defining and limiting the job
Stratification/hierarchy of positions

Existence or influence of legal department

Business exposure

Corporate culture

0O DboOopRmoODODOoOoOoa RGO

Public relations department characteristics

Number of practitioners and number of college degrees

Type of past training: trained in PR or ex-journalists, marketing, etc.
Location of PR department in hierarchy: independent or under marketing
umbrella/experiencing encroachment of marketing/persuasive mentality
Representation in the dominant coalition _ . B

Experience level of PR practitioners in dealing with crisis

General communication competency of department

oo

O 0o0ooaog

Physical placement of department in building (

malkers or not)
Staff trained in research methods |
Amount of funding available for dealing with external publics

Amount of time allowed to use dealing with external publics

o a

Autonomy of department N
near CEO and other decision
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ale upper-

»of [em .

o Gender: percentag
o Potential of department 0P
nant coalition (to
or ]iberal/closcd or open Lo changc

laid-back

p management)

Characteristics of domi

a Political values: conservz.un:ermg o
o Management style: dominec

o General altruisim level
o Support and understan -
o Frequency of c:\'[cmz!l conf .
a Departmental perception 0 A
a Calculation of potential rewar

¢ I publics ‘ :
g;tgerr;aoﬁine manager involvement in external affairs
o
1 is at stake in the situation?)

ding of PR :
¢ with publics
organization’s external environmeny

Josses using different strategieg Wity
)

Internal threats (How mucl
m implementing various stances

kholders’ perception of the company

a Economic loss or gain fro
tions of the company’s decision make

a Marring of employees’ or stoc
a Marring of the personal reputa

Individual characteristics (public relations practitioners, domestic

coalition, and line managers)
o Training in diplomacy, marketing, journalism, engineering, etc.

o Personal ethics
a Tolerance or ability to deal with uncertainty

o Comfort level with conflict or dissonance

a Comlort level with change
o Ability to recognize potential and existing problems

o Extent to openness to innovation
a Extent to which individual can grasp others’ worldview

o Personality: dogmatic, authoritarian

o Communication competency
o Cognitive complexity: ability to handle complex problems

o Predisposition toward negotiations

m Predisposition toward altruism
o How individuals recej
Ce1ve, process, and i '
) use information ‘
and influence

Relatxonship characteristics

o Level of try
st betwee :
o De 1 Organizati
Pendency of payjes involveduon and external public
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NCE (DEGREES OF ACCOMMODATION)
ASUBEMENT SCALE

Given the situation, I will be

- = Completely Willing) (1 = Completely Unwilling,

AA: Action-based Accommodations:

To yield to the public’s demands

To agree to follow what the public proposed

To accept the publics’ propositions

To agree with the public on future action or procedure
. To agree to try the solutions suggested by the public

CESICE Ry

QRA: Qualiﬁed-Rhetoric—mixed Accommodations:

To express regret or apologize to the public

To collaborate with the public to solve the problem at hand
To change my Owil position toward that of the public’s

To make concessions with the public

To admit wrongdoing

oW N
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