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FOREWORD
Towards a more complete Global Capability Framework
When the world’s first Global Capability Framework was launched in 2018, it
was based on research undertaken in nine countries across every inhabited
continent. It was greeted as a game-changer for the profession and has been
adopted by professional associations, organisations, individual practitioners
and academics worldwide.
The Global Alliance who commissioned the research, wanted a capability
framework that could be applied globally; reflect cultural and regional variations
in public relations as a profession; and forward looking in its approach. The
framework meets that brief, but it has always been an ambition of the project
that it is constantly validated, expanded and updated by having other countries
undertake their own studies. The variety of practice in the whole of Asia is not
currently represented.
It is especially gratifying, therefore, to add Malaysia to the list of countries that
have developed their own country frameworks. Public relations is a longstanding and developed profession in Malaysia and it stands out as a regional
beacon of good practice. This capability study is intrinsically important for
Malaysia itself because it sets a national benchmark for practice in-country. It
is also important globally because it enriches our understanding of the scope
and practice of the profession worldwide. Professionals working across national
boundaries now have a Malaysian starting point and common standard for
providing high-quality public relations services to corporate organisations, the
public sector, Non-Governmental Organisations (NGOs) and nation states.
Comparing the Malaysian Framework to the Global Capability Frameworks
reveals

huge

similarities:

The

three

categories

of

communication,

organisational and professional capabilities are the same and so are the main
headings under each category.
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Global

Malaysia
Communication Capabilities

Align communication strategies with
organisational purpose and values
Identify and address communication problems
pro-active
Conduct formative and evaluative research to
underpin strategies and tactics
Communicate effectively across a full range of
platforms and technologies

Communication strategies
Tackling communication problems
proactively
Evaluative research
Platform and technologies

Organisational Capabilites
Relationship with stakeholders

Facilitate relationships and bud trust internally
and externally

Organisational reputation

Build and enhance organisational reputation

Intelligence (Cultural, Social, Political,
Technology, Economy)

Provide contextual intelligence

Professional Capabilities
Strategic counsel and advisory

Provide valued counsel and be a trusted adviser

Leadership abilities

Offer organisational leadership

Ethical practices

Work within an ethical framework

Continuing professional learning (self and
others)

Develop self and others including continuing
professional learning

This is similarity parallels what was found in other countries. The positive to be taken
from this is that the practice of is progressing at similar rates and in comparable
directions throughout the world. Practice in Asia, Africa, America and Europe focuses on
the same things and understand that they are important. The scope and range of
activities and roles in the profession is alike throughout the world. The main difference is
context: social, economic, technological and political. That is what makes the practice
different and interesting and explains why these country studies are so important. It is
easy to assume that the practice is the same everywhere. It is not. Understanding
contextual difference is vitally important and only be achieved by those who live and
work in these different contexts.
I am very grateful, therefore, to Associate Professor Zulhamri Abdullah and this team and
to the Malaysian professional community for undertaking such a thorough study of the
profession in Malaysia. They have worked hard and under difficult circumstances to bring
this vital addition to our understanding of global capability. Thank you.
Professor Emeritus Anne Gregory
Research Director, Global Capability Project
University of Huddersfield, UK
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EXECUTIVE SUMMARY
When debating the state of global PR, two sets of phenomena can be further
understood; the first being the question on whether PR is a profession or an
occupation, and the second being the strategic roles of PR. This study describes
a three-year research project which aims at developing the Capability Framework
for

public

relations

and

communication

management

practitioners,

employers/consultants, and academic communities in Malaysia. It has validated
the three categories of capabilities which are communication, organisational, and
professional as set within the Anne and Fawkes’s Global Capability Framework.
The study employed a mixed method approach with a dominant qualitative
component. In the first part, the Delphi method was conducted to understand the
fundamental issue of acceptability of the Global Capability Framework. Secondly,
the study included an online survey by providing descriptive results pertaining to
variations in the Global Capability Framework’s applicability within the Malaysian
context. For the final part, interviews were organised to explore the views of
three PR communities on the Global Capability Framework at the individual,
organisational, and professional levels in the Malaysian setting.
The study’s contribution is twofold; 1) this study contributes to the classification
on the subject matter by offering key insights on the strategic roles, competency
and capability of public relations practitioners, academicians and employers, and
2) this study is the first attempt to provide a comprehensive Global Capability
Framework for the Malaysian context. Hence, this study benefits all PR
communities

in

terms

of

standardising

and

delivering

a

country-specific

capability approach based on the Global Capability Framework to deal with
national and global challenges in an increasingly complex world.
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INTRODUCTION
Public Relations (PR) as a practiced profession at the global
level has made important strides throughout the years. From its
initial phase where practitioners were sought after for their highly
specialised skills, the profession moved into a more generalised
phase where corporate communications are expected to also
take up a more pivotal role within the managerial and
administrative functions. Currently, PR is expected to fulfill more
strategic-centric responsibilities where practitioners are expected
to play an important role in the decision-making process (Gregory
& Fawkes, 2019). While progress has been made, there are still
some ways to go as to the level of PR professionalism, as some
markets are at the generalist stage while some are stuck at the
specialist level (Zamoum & Gorpe, 2020).
One of the more notable efforts towards such an end is the
establishment of the Global Capability Framework by the Global
Alliance (GA) that is geared towards arming PR practitioners with
the capabilities necessary to face challenges in global
communications management (Gregory & Fawkes, 2019). This
study explores the realization of the framework within the
Malaysian context. It seeks to explore the ways in which the
framework is compatible with Malaysia’s specific challenges and
needs while also identifying practices that may be unique to the
Malaysian experience (Pheung, 2018). The Global Capability
Framework serves as a global benchmark for PR practitioners
and other stakeholders and is meant to raise the degree of
professionalism within the field. It essentially covers three major
areas which are communication, organisational, and professional
capabilities. The ambition is to have a global standard which
fosters
a
deeper
sense
of
understanding,
personal
benchmarking, and accountability among professionals within the
PR industry in order to allow for a consistent measurement of
excellence and best practices (Lee & Kee, 2017).
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The origin of the Global Capability Framework
can be traced to GA’s effort in developing a set
01
of descriptive responses for PR practitioners in both professional bodies and academic
studies. The set was initially designated as Knowledge, Skills, Attributes, and Behaviours
(KSAB) which primary objective was to improve the overall general competency of HR
practitioners. Later, another framework known as the Global Body of Knowledge (GBOK) was
introduced (Gregory & Fawkes, 2019). Global Alliance commissioned this work (GBOK) as the
first phase in their search for a Global Framework. However, the GBPOK proved to be too
Western-centric, large, and backward-looking to be usable by GA members. Therefore, it was
deemed fruitful to have a better Global Framework in which the Capability Approach fits the
needs. The framework was then designed to serve as a global benchmark that is meant to
move beyond a competency-based outlook to a more strategically inclined and capabilitycentric approach. Four primary aspects were suggested as practical measures of
communicative excellence, including aligning best practices with professional entities and their
professional expectations, inculcating cultural and regional differentiation into a universal PR
practice, being progressive in communication approach, and matching up performance with
A
academic expectancy (Gregory & Fawkes, 2019). Therefore, it is argued that KSABs are still
essential for the PR fraternity and should be used as part of today’s definition of competent
practice.
The trailblazing effort of GBOK yielded the genesis of the Global Capability Framework where
three broad-based categories of capabilities – communication capabilities, organisational
capabilities, and professional capabilities were identified as being the strategic bedrock of the
global framework and serve as a set of strategic communicative guidelines for academicians
and practitioners alike. The next phase of the project is to test its capacity and allow for
improvements within a diverse set of market realities.
As with other constructs with global ambition, the greatest challenge would be in terms of how
adaptable the framework is within a diverse set of circumstances, locations, and markets
(Ismail & Ahmad, 2015). Such a breakthrough can be achieved from the discovery of both
variations and shared capabilities through adaptability testing of the model in different
countries in order to capture its divergence and acceptability (Broom & Cutlip, 2009).
Discrepancies are further manifested through many factors, including cultural differences and
divergences in terms of skills and resources. From this, a more pliable model that includes
specific country or market characteristics could be developed, thus increasing the practicality
and relevance of the Global Capability Framework. To do so, the framework must be put to
the test in a more varied setting that includes developed and developing markets where
variations in terms of operational efficiencies and communications expectations will provide a
greater mix of best practices within multiple settings (Hadwiger, 2018).
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PRACTICE AND DEVELOPMENT
To extrapolate on the underlying justifications of this study, three areas which are the state of
global PR, the construction of the Global Capability Framework, and the challenges of adopting
the framework in Malaysia were explored in greater detail.
When looking at the state of global PR, two sets of phenomena could be further understood the first being the question on whether PR is a profession or an occupation, and the second
being the strategic roles delegated to PR (Cernicova & Palea, 2014). The first phenomenon is
a philosophical question meant to rationalize the need to have an experiential approach in
guiding the trajectory of PR as an industry and prime strategic consideration within businesses
and beyond, while the second one further rationalizes the point on the need for a heuristic but
more operational rather than experiential standpoint on the matter (Niskala & Hurme, 2014).
Both these issues would then point to the need to have a guide such as the Global Capacity
Framework for the industry, and how to go about in constructing it. Making a justification on the
existence of the Global Capacity Framework and how it is constructed would require an
exploration on how capabilities highlighted within the framework could serve as an essential
element within the PR industry (Arcos, 2016). There would also be a discussion on how the
framework could be related to the effort of forging greater professional competency within the
PR industry (Pheung, 2018).
The final area of justification would be on the challenges of adopting a global standard for PR
within the confines of the Malaysian market and context. Here, the complexities and
uniqueness of the Malaysian scenario concerning PR would be explored, highlighted, and
dissected (Yahya et al., 2016). As a knowledge-sphere, PR is both a practice where certain
aspects of how it is understood and performed can be shared within many groups of
practitioners while remaining distinct based on specific applications or even geographical
areas. Hence, exploring the issues from a Malaysian perspective not only makes sense, but it
would also help improve the usefulness of the framework being discussed (Hadwiger, 2018).
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With the purpose of expanding the efficacy of the framework, this paper purports to
develop the first applicable Global Capability Framework meant for relevant stakeholders
in Malaysia vis-à-vis the identifications of variations and appropriateness that are based
on the factors outlined within the blueprint.
The paper will discuss which factors are shared globally and which are unique to the
Malaysian scenario from the viewpoint of cultural and other notable differences. The three
research questions to be answered here are:

Three research questions
Research Question 1
Do the shared set of PR
capabilities represented in the
Global Capability Framework
define the profession in
Malaysia?

Research Question 2
What are the variations of the
Global Capability Framework
that are applicable within the
Malaysian context?

Research Question 3
How can the Global Capability
Framework be of use in Malaysia
at the individual, organisation,
and profession levels?
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The Methodology
The methods used to address the issues and ultimately answer the three research questions
outlined earlier were divided into three stages: (1) Delphi study, (2) online survey, and (3) indepth interviews. Each stage would correspond to one research question (RQ) as the methods
were designed based on their capacity to answer the RQs.
Firstly, the study employed a Delphi study to surface views in order to understand the state of
the PR profession in Malaysia and address the relevancy of global PR capabilities.
Secondly, an online survey was conducted using the survey instrument provided by the Global
Capability Framework (Gregory & Fawkes, 2016). The approach was meant to answer the
second research question and provide empirical evidence on the importance of global
capability for the public relations fraternity in the Malaysian context.
For the third phase of the study, the baseline data gathered through the Delphi study and
online survey approaches were explored further through in-depth interview sessions. The
sessions were meant to answer the third research question, and developed a much deeper
understanding of the issue at hand. The respondents come from a wider population and across
different group of samples. This procedure offered a general understanding on the
implementation of a global PR platform within the Malaysian context.
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Population and Sampling
The target samples for the study are:
PR practitioners working as PR or corporate communication executives in Malaysian
corporations, government-linked corporations, or multi-national corporations.
Key academicians involved in teaching and researching on PR and corporate
communication.
Top employers and consultants of PR firms.
The respondents were selected from the directories of professional bodies such as the Institute
of Public Relations Malaysia (IPRM) and from the researchers’ networks within the PR
community. The study employed both purposive and snowball sampling methods in order to get
a sufficient number of respondents. The snowballing technique which is based on referrals from
academicians and practitioners helped the researcher to recruit the required samples. The
study used the databases and membership rolls of professional associations for the purposive
approach in order to source the appropriate respondents. This study mirrored the sampling
approach taken by the original research. The main reason for this is to maintain a strong sense
of continuation and consistency with the original objectives of the framework.

Figure 1: Methods & Target Samples
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Delphi Study
A Delphi study on the Global Capability Framework of public relations and communication
management research (Gregory & Fawkes, 2019) was conducted in 2019 amongst
academicians, practitioners, and senior consultants of professional and industry bodies in
Malaysia. The data was used to examine these experts’ opinions on public relations in Malaysia.

Organizing the Delphi Study

A letter of invitation was sent through email to
30 PR experts who were either academicians,
practitioners, or consultants in Malaysia. They
were chosen for their distinction in research
and practice, along with their position as
leaders of leading universities and industries.
The anonymous reporting of comments was
emphasized 16 responses were accepted.
They were five academicians, eight
practitioners, and three consultants.
The Delphi phase took place over 8 weeks
and involved four rounds. Each round ran for
two weeks (21 October to 4 November 2019;
5 November to 19 November 2019; 20
November to 4 December 2019; 5 December
to 17 December 2019). Between each round,
responses were analysed to achieve greater
levels of consensus.
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Method and Analysis
Round 1 (List and define the most important capabilities of the
public relations profession)
For Round 1, the Delphi study was developed with open-ended questions based on the three
categories of capabilities which are clustered as strategic communication practices, operational
communication practices, and generic professional practices. The PR experts were asked to list
and define the most important capabilities of the public relations profession. Round 1 listed 33
topics commented on by three groups of PR experts. Specifically, 13 topics were highlighted for
strategic communication practices, nine topics for operational communication practices, and 11
topics for generic professional practices, as illustrated in Table 1. It is interesting to note that
there are a significant number of topics focusing on the use of digital and social media to
enhance the strategic relationship between an organisation and its stakeholders.

Strategic
Communication
capabilities

Execute a high level of communication with key stakeholders on an
organization’s strategical approaches.
Handle effectively and strategically any crises and client complaints.
Produce a remedial crisis communication manual.
Create an established brand for the organization.
Use strategic communication to achieve organisational goals and
objectives.
Plan, develop, organize, evaluate, communicate, and execute
communication strategies to present organisation to the public in a
positive manner.
Work as a team with top management to identify the best
communication strategy.
Implement communication activities effectively and efficiently.
Analyze organizational issues in the macro and microenvironments.
Develop contents for corporate publications, speeches and websites for
the benefit of both internal and external stakeholders.
Access and monitor all forms of social media.
Monitor media coverage in ensuring media ROI is achieved.
Do media monitoring constantly to stay abreast of new issues and
trends relevant to client needs and interests.
Conduct research and evaluation on effective communication of
organizations to various stakeholders.
Understand an organizational policy and plan communication strategy
accordingly.
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Operational
communication
capabilities

Generic
professional
capabilities

Build and enhance an organisational reputation.
Churn out CSR activities to uplift an organisation’s reputation.
Raise public relations and media relations to be on par with marketing,
business development and financing,
Win the heart and mind of the people (internal and external clients).
Interact with stakeholders both to accomplish the organisation’s mission
and to behave in a socially responsible manner.
Advise the management on the communication of organisational
governance and sustainability to internal and external stakeholders.
Develop social outreach plans that grow and create maximum audience
engagement on Facebook, Twitter, and YouTube and other digital
platforms
Manage communication strategies and tactics on different platforms
especially on social media for internal and external communication.
Develop media strategy for clients and determine target audiences.
Do enhanced flexibility.

Handle reputational issues or crises ethically.
Post the messages using social media tools ethically.
Build good relationships through ethical acts in a critical situation.
Follow the code of ethics to provide reliable services to the target
audience.
As an advisor, it allows communication flow using the communication
tools with precise language to communicate during crises.
Provide counsel and advice to the organization.
Do capabilities in leadership.
Avoid all harmful contents, guarantee the public interest, safeguard
human dignity and maintain justice in communication.
Organize and plan communication-based on an ethical framework.
Enhance public trust by ethical communication.
Gain trust with positive feedback.
Equip new skills in a labor market.
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Round 2 (The importance of capabilities)

The second round of the Delphi study was developed using feedback from Round 1. The PR
experts were asked to state the importance of capabilities highlighted in Round 1. As depicted
in Table 2, the PR experts stated that 10 topics are extremely important for strategic
communication practices; four topics are extremely important for operational communication
practices, and 10 topics are extremely important for generic professional practices. It is fruitful
to state that they emphasised on the real value of the strategic communication approach at
their work. Indeed, ethical communication capability is regarded as depicting high
professionalism in this profession.

Strategic
Communication
capabilities

Execute a high level of communication with key
stakeholders on an organisation’s strategical approaches.
Handle effectively and strategically any crises and client
complaints.
Produce a remedial crisis communication manual.
To create an established brand for your organisation.
Use strategic communication to achieve organisational
goals and objectives.
Plan, develop, organize, evaluate, communicate, and
execute communication strategies to present
organisations to the public in a positive manner.
Work as a team with top management to identify the best
communication strategy.
Implement communication activities effectively and
efficiently.
Analyse organisational issues in the macro and
microenvironments.
Develop contents for corporate publications, speeches
and websites for the benefit of both internal and external
stakeholders.
Access and monitor all forms of social media.
Monitor media coverage in ensuring media ROI is
achieved.
Do media monitoring constantly to stay abreast of new
issues and trends relevant to client needs and interests.
Conduct research and evaluation on effective
communication of organisations to various stakeholders.
Understand an organisational policy and plan
communication strategy accordingly.

(Extremely Important)
(Extremely Important)
(Extremely Important)
(Extremely Important)
(Very Important)
(Extremely Important)

(Extremely Important)
(Moderately Important)
(Extremely Important)
(Extremely Important)

(Extremely Important)
(Extremely Important)
(Extremely Important)
(Extremely Important)
(Very Important)
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Operational
communication
capabilities

Generic
professional
capabilities

Build and enhance an organisational reputation.
Churn out CSR activities to uplift an organisation’s reputation.
Raise public relations and media relations to be on par with
marketing, business development and financing,
Win the heart and mind of the people (internal and external
clients).
Interact with stakeholders both to accomplish the
organisation’s mission and to behave in a socially responsible
manner.
Advise the management on the communication of
organisational governance and sustainability to internal and
external stakeholders.
Develop social outreach plans that grow and create maximum
audience engagement on Facebook, Twitter, and YouTube
and other digital platforms
Manage communication strategies and tactics on different
platforms especially on social media for internal and external
communication.
Develop media strategy for clients and determine target
audiences.
Enhanced flexibility.

(Moderately Important)
(Extremely Important)
(Extremely Important)

Handle reputational issues or crisis ethically.
Post the messages using social media tools ethically.
Build good relationships through ethical acts in a critical
situation.
Follow the code of ethics to provide reliable services to the
target audience.
Allows communication flow using the communication tools
with precise language to communicate during crises.
Provide counsel and advice to the organization.
Practice good capabilities in leadership.
Avoid all harmful contents, guarantee the public interest,
safeguard human dignity and maintain justice in
communication.
Organise and plan communication based on an ethical
framework.
Enhance public trust through ethical communication.
Gain trust with positive feedback.
Equip new skills in a labor market.

Extremely Important
Very Important
Extremely Important

(Moderately Important)
(Very Important)

(Moderately Important)

(Extremely Important)

(Extremely Important)

(Very Important)
(Very Important)

Extremely Important
Extremely Important
Extremely Important
Extremely Important
Extremely Important

Extremely Important
Extremely Important
Extremely Important
Extremely Important
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Round 3 (The importance of capabilities by ranking)

The third round of the Delphi study was developed with answers from Round 2. The PR
experts were asked to choose the 10 key capabilities highlighted in Round 2. Then, they
were asked to rate them from one to ten. A brief explanation was provided for each
capability. As shown in Table 3, the PR experts had listed 10 key capabilities based on the
33 topics highlighted in Rounds 1 and 2. They are very concerned with the importance of
media and communication strategy to the benefit of internal and external stakeholders.

Table 3: Key capabilities
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Discussion
Round 4 (The importance of capabilities by preference)
The final round of this Delphi study was developed with answers from Round 3. The PR
experts were asked to rank the 10 key capabilities they highlighted in Round 3. They placed
them in order of preference, with one being the most favoured and 10 as the least favoured
entry. The PR experts ranked "execute a high level of communication with key stakeholders on
an organisation's strategical approaches" as the most favoured topic, followed by "organise
and plan a communication strategy based on an ethical framework, as well as enhance public
trust through ethical communication". Next in the third rank is "work as a team with top
management to identify the best communication strategy".

Table 4: Final Round
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Discussion
The outcome of this study was ranked, and the results highlight the important PR capability
topics according to the related research questions. It is not surprising that the PR experts
focused on digital communication to enhance the strategic relationship between an
organisation and its stakeholders. In the second round of study, the experts highlighted the
importance of the strategic communication approach at their work and ethical
communication capability in their professional life. In the third round of this study, most of
the PR experts highlighted on the importance of media and communication strategy for the
benefits of internal and external stakeholders. Finally, many of the PR experts ranked
"execute high levels of communication with key stakeholders on an organisation's
strategical approaches" as the highest amongst 10 key topics. The results therefore
demonstrate that strategic communication capability is increasingly central to the process of
orchestrating effective communication with key stakeholders. Developing an effective media
and communication strategy is one of the preferred PR capabilities among this PR
fraternity. Most importantly, ethical communication is highly regarded for a greater height of
professionalism in the generic professional capability.

Implications
Although the Delphi study was used to surface views from recognised experts on the
capabilities of the PR communities, it has a significant number of implications based on the
findings of this study. Firstly, the results of this study provided data for the early stages of
developing the Global Capability Framework based on the Malaysian perspective. Secondly,
it is interesting to imply from the data that the top capability of public relations shows how
practitioners are adept with a high level of communication as it can be considered as
leadership communication. Additionally, the results show how practitioners inspire and
motivate stakeholders to new heights of performance. The PR experts also highlighted a
desire to orchestrate their communication strategy based on an ethical framework. Ethics are
a big concern among practitioners as it can be used to gain public trust. Further findings
imply the importance of the top management to convince organisational leaders on the best
communication strategy. Thus, strategic communication capability is central to Malaysian
public relations practice to ensure organisational excellence.
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Online Survey
A survey guided by the Global Capability Framework on public
relations and communication management research (Gregory &
Fawkes, 2019) was conducted in 2020 amongst key
academicians, practitioners, and employers/consultants of
Malaysian PR professional and industry bodies. The data
collected was used to observe the experts’ views on the practice
of public relations in Malaysia.

Organizing the Online Survey
Sample Profiles
A letter of invitation was sent through email and WhatsApp to 200
PR experts ranging from academicians, practitioners, and
consultants in Malaysia. They were chosen for their distinction in
research and practice, and/or their position as leaders of leading
universities and industries. The data collection took place over a
period of three months, starting from 1 August until 30 October
2020. Multiple reminders were sent to respondents every week
during these dates. A total of 58 effective responses were
received from 18 academicians, 8 practitioners, and 32
employers/consultants.
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Table 5: Key Demographic Variables of Sample Profiles
(N = 58)
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Findings of Survey
Communication Capability
The PR communities (academicians, practitioners, and consultants) were asked to
indicate the importance of four PR communication capabilities - (1) planning
communication in alignment with strategic purpose (65.5%) Figure 2, (2) communicating
effectively across traditional and digital channels (69%) Figure 3, (3) creating written and
visual content across traditional and digital platforms (70.7%) Figure 4, and (4)
conducting formative and evaluative research to underpin communication strategies and
tactics (53.5%) Figure 5.
Figure 2: Planning communication in alignment with strategic purpose

Figure 3: Communicating effectively across traditional and digital channels
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Figure 4: Creating written and visual content across traditional and digital platforms

Figure 5: Conducting formative and evaluative research to underpin communication
strategies and tactics
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Organisational Capability
The PR communities (academicians, practitioners, and consultants) were asked to indicate
the importance of three PR organizational capabilities - (1) maximizing the use of resources,
including people, time, and budget (67.2%) Figure 6, (2) working collaboratively with both
internal and external stakeholders (63.8%) Figure 7, and (3) gathering relevant intelligence,
including environmental scanning (58.6%) Figure 8.
Figure 6: Maximising use of resources, including people, time, and budget

Figure 7: Working collaboratively with internal and external stakeholders

Figure 8: Gathering relevant intelligence, including environmental scanning
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Professional Capability
The PR communities (academicians, practitioners, and consultants) were asked to indicate
the importance of four PR professional capabilities - (1) providing and promoting responsible
leadership and governance (50%) Figure 9, (2) developing self and others, including CPD
(63.8%) Figure 10, (3) acting as a trusted advisor (63.8%) Figure 11, and (4) exercising
professional judgement and ethical standards (65.5%) Figure 12.
Figure 9: Providing and promoting responsible leadership and governance

Figure 10: Developing self and others, including CPD
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Figure 11: Acting as a trusted advisor

Figure 12: Exercising professional judgement and ethical standards
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PR
ACADEMICIAN
When Figure 13 is further explored, the finding shows that curriculum restrictions
are the most chosen factor (50%) as to what might prevent academicians from
incorporating PR capabilities into their workforce over the next five to ten years.
Thus, universities’ top management should practice a lean management approach
by allowing their faculty more freedom to change the curriculum to better suit the
industry’s expectations and demands.
Figure 13: What might prevent you from incorporating this
capability into your workforce over the next five to ten years?
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Meanwhile, Figure 14 indicates that planning communication to be in alignment with strategic
purposes is the most important factor (61.1%) as to what might help academicians achieve
progress in teaching PR capabilities. Therefore, PR academicians should be aware of the need for
strategic planning of teaching capabilities and encouraged to develop their own content as course
syllabus in both text and visual forms.
Figure 14: What might help you achieve progress in developing this capability
in your future workforce?

Figure 15 portrays that many respondents (44.4%) have agreed that a curriculum review is the
most important factor for the development of future education (5 to 10 years) in PR and
communication management. The evidence proves that PR academicians are concerned about
the importance of a curriculum review to ensure that the curriculum taught is aligned with
current trends and development, as well as the future of PR capabilities.
Figure 15: The most important capabilities for developing future education
(5 to 10 years) in PR and communication management
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Finally, all respondents (academicians) were asked to list any key PR capability as depicted in
Figure 16. Thus, the PR academicians highlighted two PR capabilities, namely cultural
sensitivity and skills discretion as those associated with contextual intelligence. Thus, it is
crucial for PR practitioners to uphold the importance of discretion, agility, resilience, empathy
and courage in handling the day-to-day operations and align them with their business strategy.
Figure 16: Have we missed any key capabilities? Is there
anything you would like to add to the list?

30

A Global Capability Framework: A Malaysian Perspective

PR
PRACTITIONERS
Figure 17 shows the most of the respondents from this group agreed that employer-funded
training courses (62.5%) and employer support (62.5%) are the most important factors that can
help practitioners achieve a significantly higher score in PR capabilities. Thus, PR practitioners
extremely rely on employer-funded training and development to increase knowledge and skills
in facing greater challenges at the workplace at the national and global levels.
Figure 17: What might help you achieve a significantly higher score in this capability?
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Figure 18 portrays that a majority of participants (75%) agreed that planning communication in
alignment with strategic purpose is the most important capability for developing future
education (5 to 10 years) in PR and communication management. Therefore, PR practitioners
are more likely to make strategic planning to achieve organisational purpose in the future of
capability building.
Figure 18: As a practitioner, select the capability which you consider to be important
for your future (5 to 10 years)?

As Figure 19 shows, a majority of respondents (87.5%) found that time pressures is the most
important difficulty that prevents them from reaching a significantly higher score in this
capability. These results show that PR practitioners are always working under pressure to
achieve work performance. Stress is an important part of PR work because it works well in
pushing people to meet numerous deadlines.
Figure 19: What might prevent you from reaching a significantly higher score in this capability?
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Finally, all respondents (practitioners) were asked to list any other key PR capabilities, as
illustrated in Figure 20. Thus, the PR practitioners emphasised on four PR capabilities namely
new rule of engagement, resilience, change agents, and ability to leverage the re-skilling and
digitalisation associated with communication capability as conceptualised in the Global
Capability Framework (Gregory & Fawkes, 2019).

Figure 20: Have we missed any key capabilities? Is there anything you
would like to add to the list?
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PR
CONSULTANTS
Exploring Figure 21 with further detail, it shows that a majority of participants had stated that
planning communication in alignment with strategic purpose is the most important factor
capability to build a workforce for the future. However, in contrast with the second highest
findings, a majority of participants presented that communicating effectively across traditional
and digital channels. The same goes for the third most important finding.
Figure 21: As an employer, please select the capability which you consider to be
important when building a workforce for the future (five to ten years):

34

A Global Capability Framework: A Malaysian Perspective

As Figure 22 shows, a majority of respondents (43.8%) found that the lack of suitably qualified
applicants is the most important difficulty that prevents consultants from incorporating this
capability into the workforce over the next five to ten years. The same goes for the second most
important factor (46.9%). Additionally, no funds for suitable external training is the third most
cited statement (37.5%).
Figure 22: Factors preventing consultants from incorporating PR capabilities into
the workforce over the next five to ten years

Drilling down on Figure 23, a majority of respondents (43.8%) stated that funds for external
training are the most important factor to achieve progress in developing PR capability in the
future workforce. The same goes for the second and third most important factors (31.3%) and
40.63%, respectively.
Figure 23: Factors to achieve progress in developing PR capabilities in the future workforce
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Finally, all respondents (consultants) were asked to list any key PR capability left out, and the
results are as illustrated in Figure 24. The PR consultants underlined eight other PR capabilities
namely strategy and goals, communication skills, trust and ethics, measurement, media
engagement, content, trusted advisors, and writing skills as associated with the communication
and professional capabilities conceptualised in the Global Capability Framework (Gregory &
Fawkes, 2019).
Figure 24: Have we missed any key capabilities? Is there anything you would
like to add to the list?
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Discussion
This research analysed the results on three of the Global Capability Framework’s components
as obtained from the public relations and communication management fraternity empirically.
The results shows that four communication capabilities are very important. Creating written and
visual content across traditional and digital platforms scored the highest. This is followed by
communicating effectively across traditional and digital channels. This finding is parallel with the
concepts of publicity and harmonised relationships between organisations and stakeholders
(Broom & Sha, 2013; Tench & Waddington, 2021).
Presently, numerous PR professionals practice digital media to communicate with stakeholders
every day, especially during crises circumstances (Camilleri, 2021). On organisational
capabilities, the findings also indicated three additional significant capabilities. Specifically,
maximising the use of resources including people, time and budget scored the highest
percentage. This result is aligned with the concept of strategic planning for public relations
(Smith, 2002). PR professionals need to be equipped with strategic planning knowledge in order
to uphold greater heights of professionalism. For professional capability, the results highlighted
that four capabilities are noteworthy. Precisely, exercising professional judgement and ethical
Implications
standards held the highest score. Many
pieces of literature support this capability – for example,
Haque and Ahmad (2017) highlighted the importance of ethics based on a responsible
advocacy theory, while Morris and Goldsworthy (2020) supported this capability by emphasising
on ethical principles and industry codes of ethics for the PR fraternity.

Implications
There are theoretical and managerial implications emerging from this study. First, this study
empirically extends basic PR capabilities to global capabilities by emphasising on three
categories
namely
communication,
organisational
and
professional
capabilities
comprehensively. Second, this study contributes to the Asian public relations and corporate
communication literature (Sriramesh, 2002; Mohamad, et. al., 2019). Third, the study
contributes to several models of global public relations studies such as the 2021 Global PR and
communication model (Alloza, et. al., 2021), the European Communication Monitor 2020
(Zerfass, et. al., 2020), the Global Capability Framework (Gregory & Fawkes, 2019), and the
European Body of Knowledge on Public Relations and Communication Management (Vercic &
Ruler, 2000).
From the managerial perspective, this research sheds light on enhancements needed to the
current curriculum for academic programmes and revamps to existing professional development
for both students and practitioners. Finally, this study extends the global accreditation governed
by related Malaysian public relations bodies such as the Institute of Public Relations Malaysia
(IPRM) and the Public Relations and Communication Association of Malaysia (PRCA).
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Interviews
The final stage of the data collection process involved in-depth
interviews with experts to explore RQ3 (How can the Global
Capability Framework be used here in Malaysia at the individual,
organisational, and professional levels?). After the completion of the
descriptive analysis conducted during the second stage, an in-depth
interview script was developed based on the interview guide
provided by Global Capability Framework (Gregory and Fawkes,
2016). Purposeful sampling was conducted to source 18
participants ranging from PR practitioners, academicians, and PR
employers/consultants.

Organizing the Interviews
Data collection was guided by the theoretical framework and the
research questions of the study. A letter of invitation was sent
through email and WhatsApp to 50 PR experts who are
academicians, practitioners, and consultants in Malaysia. Multiple
reminders were sent to participants every week during these dates.
Finally, 18 PR experts agreed to participate voluntarily in this study.
They were six key academicians, six practitioners, and six
employers/consultants. They had been chosen for their distinction
in research and practice, along with their position as leaders of
leading universities and industries. The data collection took place
over a period of three months from 22 January until 21 April 2021.
Each interview lasted for 30-90 minutes. The interviews were held
via Zoom meetings and WhatsApp calls. The in-depth interview
method was chosen to conduct the sessions. The interviews were
conducted in either English or Malay as preferred by the key
informants. Some of the questions had to be revised after the initial
interview sessions to ensure adequate depth and richness of data.
The authors transcribed the audio data from the interviews to text
immediately. The names of selected informants and organisations
were kept confidential.
Then, the Nvivo 12 software was used to analyse all texts. All texts
are kept online for further explanation. From the encryption process,
various themes were textured. The key findings on the Global
Capability Framework are presented below.
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Table 6: Profiles of Interviewees
(PR Practitioners, PR Consultants, and PR Academicians)
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Findings of Interviews
This section presents the qualitative findings of the study as obtained from the in-depth
interviews conducted based on the key objective of exploring the views of three PR
communities on the Global Capability Framework at the individual, organisational, and
professional levels in the Malaysian settings. The structure of findings and interpretations
are arranged as the following.
The first section summarises the participants' individual demographic profiles. The second
section presents the descriptive analysis on demographics and themes. The third section
presents the findings across all participants based on three categories: 1) communication
capabilities, 2) organisational capabilities, and 3) professional capabilities. The last section
presents the concept of the Global Capability Framework in the Malaysian setting. Table 7
shows the list of abbreviations used to guide understanding on findings of this study.

Table 7: List of Abbreviations
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Descriptive Analysis of Key Themes
Figure 1 indicates the 50 most frequent words that appeared during the coding process
as presented in a word cloud. However, the 50 most frequent words that were picked up
by the word cloud are words from different sentences in the transcript, and thus are not
a clear indication of particular meanings that can be used to answer the research
objectives. Nevertheless, the words indicate some of those most commonly used
amongst the Malaysian PR communities when expressing views on the profession. The
bigger font sizes show the higher occurrence of the word (Bogicevic et. al., 2013). There
are five most frequent words with the largest font size - 'communication', 'client', 'media',
'business’, and ‘industry’, as illustrated in Figure 25. They are followed by ‘reputation’,
‘trust’, ‘people’, ‘just’, and ‘skills. It is indeed interesting to visualize the most common
words used in the PR profession.

Figure 25: Frequency of words used as presented in a word cloud
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In Figure 26, the chart indicates that the data from PR practitioners only support nine
themes. Two themes that were not supported are namely ‘communication of problem
proactively’ and ‘evaluative research’. The results show that most PR practitioners have
agreed that 'platform and technologies' (PT) is the most significant PR capability, as
illustrated in Figure 26. This is followed by ‘relationship with stakeholders’ (RS) as the
second most important PR capability. Nowadays, many PR professionals use digital
media to communicate with stakeholders daily and during crises (Camilleri, 2021).
Surprisingly, many of the PR practitioners decided that 'leadership abilities' (LA) is the
most negligible PR capability. The results are not aligned with the notion that PR
practitioners participate as members of the dominant coalition within their organisation
(Bowen, 2015; Moss & DeSanto, 2004).

Figure 26: Data from PR practitioners in support of the themes
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The chart in Figure 27 portrays the data obtained from the PR consultants which support
all the themes that have emerged in this study. The results revealed that most
respondents preferred 'strategic counsel and advisory’ (SCA) as the most noteworthy PR
capability. The second most important PR capability is ‘relationship with stakeholders’
(RS). This finding is supported by a recent study by Preciado-Hoyos (2020) which noted
that PR consultants in Colombia are concerned with counseling, accompanying, advising,
and orienting in a strategic approach. Unexpectedly, many PR consultants responded that
'communication of problem(s) proactively' and 'evaluative research' are of trivial
importance and have no consequence of significance. This study is aligned with a study by
Lages and Lages (2005) which stated that PR consultants in the UK are concerned about
the inclusion of research and evaluation in the PR process with regards to managerial
public relations.

Figure 27: Data form PR Consultants that supported the themes
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As shown in Figure 28, the PR academicians supported all of the themes that had
emerged in this study. The findings highlighted the fact that many PR academicians are
more likely to choose ‘contextual intelligence’ as the most valuable PR capability. The
second highly regarded PR capability is ‘continuous professional learning’ (CPL). This
finding is aligned with a recent study by Powell and Pieczka (2016) which noted the
importance of diversity in occupational contexts in the PR practice, along with continuous
professional learning to enhance PR professionalism. Surprisingly, a number of PR
academicians thought that ‘organisational reputation' is the least important PR capability.
This finding is not aligned with a recent study by Bossman (2020) who noted the key role
of corporate reputation management as central to PR practices in Ghana. Possibly,
corporate reputation is a common term for business and management scholars rather
than PR and communication scholars in Malaysia.

Figure 28: Data from PR Academicians that supported the themes
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Findings of PR
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Communication
Strategies

In

terms

of

importance

of

communication

strategies in upholding organisational purpose
and values, the findings show that the proposed
five knowledge and skills capture and reflect the
domain suitably. There are five essential
knowledge and skills needed by PR communities
to orchestrate communication strategy in the PR
industry. They are organising and operating
event skills, possession of excellent written and
verbal communication skills, technology and
graphic design skills, lateral and strategic
thinking skills, and storytelling skills. Most
participants substantially agreed with these five
knowledge and skills.

Communication
of Problem(s)
Proactively
In addressing the second theme namely communication of problem(s) proactively, a
majority of the participants were in support of this theme. One participant (academician
#E) noted the importance of research capability to solve communication problems by
referring to public opinion; " PR people do research a lot as when identifying problems
and looking for solutions that involve communication audit… […] we need to identify
the current trend(s) in terms of public opinion, like customer preference“. In particular, a
participant (consultant #B) added the need for brainstorming ideas in handling
communication problems. He said “as we are a consultancy, we need to sit down
together to brainstorm ideas and solutions as a team. It's not a one-man job”.
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Evaluative
Research
With the third theme, the findings revealed that PR communities should conduct
research to understand the situation and in turn, evaluate communication
programmes effectively as different audiences should be treated differently. A
participant (consultant #A) stated that strong research skills are critical for the PR
fraternity, by saying “you need to have strong research skills… […] you are not just
at the surface level. By understanding a particular thing, then you can equip
yourself… to consult your clients accordingly “. One participant (consultant #E)
stressed on the importance of context in advising clients - “Context is also equally
important because you cannot advice if you are in a bubble and do not know what’s
trending”.

Platform and
Technologies

The findings revealed that organisations should
provide diverse platforms and technologies such as
radio, TV stations, online platforms, and social
media to convey messages in order to become a
good PR company (Camilleri, 2021). Indeed, each
technology application has its specific purpose. For
example, community news can be uploaded on
Instagram and Facebook, while talk or leadership
feed can be shared on LinkedIn. A participant
(practitioner #A) underscored the importance of
various online social media platforms: ”likewise,
community news will be uploaded in Instagram and
Facebook, meanwhile talk or leadership feed will be
in LinkedIn… […] Twitter is now the platform that is
being used to gain current news. Key information is
channeled faster on Twitter”.
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Relationship
with
Stakeholders
The findings revealed that relationships with stakeholders
consist of internal and external relationships. The internal
relationship involves how the top management in
organization supports subordinates in facing challenges by
giving team members the freedom to plan their work in order
to achieve organizational goals. As evidence for the
importance of internal relationships with stakeholders, a
participant (academician #C) pointed out that: “I have 110%
support from the top management and they have given my
team and I the freedom to plan.” Another participant
(practitioner #D) added that “The strategy is basically to
support other departments and the cooperation of the
company as a whole to meet the objectives “.

Organisational
Reputation
The findings revealed that organisational reputation can be
enhanced by PR practitioners by being key opinion leaders
responding towards clients’ crisis. As evidence, a participant
(consultant #B) highlighted: “It is the brand promise and
communication back to stakeholders…[…] a brand is
something you build from inside and what you have promised
to your customers.“. Therefore, PR communities should
deliver their promises to clients and be a spokesperson to
stakeholders on behalf of clients to solve any crisis.
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Contextual Intelligence
(Cultural, Social,
Political, Technology,
Economy)
The findings revealed that organisations should provide contextual intelligence based on
cultural, social, political, technology, and economy factors in order to look at an issue from a
broad perspective. Organisations need to be able to adapt to changes as the world keeps on
changing, especially in the above five (5) intelligence contexts.
As evidence on the need for contextual intelligence based on culture, a participant
(academician #C) stated that "the skill of sensitivity towards clients, the community, and
stakeholders... […] sensitive here can be broad, which means the understanding of demands,
services, events, writing and timely delivery on the requested matters.“ On the need for
contextual intelligence based on the social factor, a participant (consultant #A) stated that “S=
Social culture. This is where we begin. PR is much influenced by the context of culture.“ A
primary concern with social organisations, another participant (practitioner #F) articulated “…we
maintain focus on the environment, social and governance. For contextual intelligence based
on politics, a participant (academician #B) emphasised on political communication amongst
Malaysian leaders by saying that “We are living in a situation where the government is led by
political leaders … […] . in this present situation, we can see that many areas are being
affected by PR practices.“ Pertaining to contextual intelligence based on technology, a
participant (academician #B) passionately asserted that artificial intelligence is imperative to
PR, saying that "…we need to explore new trends using tools such as data analytics and
artificial intelligence. Concerning the need for contextual intelligence based on the economy, a
participant (academician #B) argued that “..students’ lack understanding of finance and
business in general. We have to expose this part of knowledge to students for them to
appreciate its importance and they will face it when they enter the working industry. “ In
addition, another participant (consultant #B) stated that “They can't work in a corporate
environment without knowing other fields like marketing, finance, etc.
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Strategic Counsel
and Advisory
The analysis revealed several common counsel
and advisor characteristics including trusted
personnel,
good
listener,
honest,
and
transparency as factors influencing the success of
organisations. Trust is a key point as strategic
counsels and advisors are seen as decisionmakers leading a company. When trust is
strengthened, it is easy for PR personnel to
manage a crisis as clients are willing to reveal all
of their secrets to advisors for them to understand
the situation and plan tactics to build the client's
reputation. In addition, a trusted advisor explains
honestly an issue, can say "NO" if a client does
something wrongly, and asks for the client to let
the professionals tackle it. Strategic counsels and
advisors should take control of the negotiation
process for the sake of all stakeholders.

Leadership
Abilities
The findings also revealed several common leadership abilities or values that are good
to be practiced by PR professionals such as trustworthiness, good decision-making,
integrity, listener, negotiator, good networking, and multitasking. These abilities will be
reflected through leaders' communication to stakeholders in persuading and solving
issues, and lead to the branding of their name. A participant (practitioner #B) was
concerned with the crucial need of demonstration of wider industry knowledge for
strategic implementation, saying that "the other must-haves are extensive business,
industry and general knowledge, critical and analytical thinking, the ability to strategise
and undertake implementation thereafter, as well as empathy – the ability to put
yourself in the other person’s shoes“. Indeed, to be a good leader, there is a need to
have good EQ and IQ, However, EQ should be higher than IQ as leaders need to deal
and manage humans.
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Ethical
Practices
The findings revealed that organisations should make
efforts to embed ethics in their practices as it concerns
both the professional and public societies’
expectations. Ethical core values are such as honesty,
courtesy, morality, sincerity, transparency, respect,
integrity, accuracy, credibility, trustworthiness, health,
and sustainability, and the ultimate goal is clients' faith.
A participant (practitioner #A) stressed on the
importance of being sincere and transparent: “you
need to be sincere, transparent, manage the
relationship with your peers and keep it to the point...
[…] you need to be careful with what you update or
say, even on your personal social media platform. This
is because when you represent a company, as the
communicator you need to be beware of this “.
Organizations should ensure that their employees
conduct business ethically as there are many cases of
corruption, mishandling of funds, and unethical
mentions at all levels.

Continuous
Professional Learning
(Self and Others)
The findings revealed that professional learning can be divided into two, namely self and
others. PR personnel should take responsibility of their continuous professional
development by attending or signing up for courses and up-skilling training as learning is
something that never stops, and people need to constantly engage in the endeavour in
order to improve themselves and become aligned with current trends. One participant
(academician #D) emphasised on the importance of continuous professional development,
saying that “I have attended professional CSR programmes in the UK. Now, I am doing
courses under IPR masters which are all professional courses that I am doing CPD. I have
been developing myself as a PR person a lot more than what is required. That is why if
you ask my sentiment, I am very upset with those who do not bother to develop
themselves“ .
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Discussion
Overall,
all
participants
(practitioners,
consultants,
and
academicians) had similar understanding on the Global Capability
Framework (Gregory and Fawkes, 2016). In particular, all themes
extracted from the main categories were supported by all
participants. However, two themes namely ‘communication of
problem(s) proactively’ and ‘evaluative research’ were not
supported by the selected practitioners. Specifically, Figure 29
manifests the three main categories which are communication
capabilities,
organisational
capabilities,
and
professional
capabiliries as capabilities needed by PR communities to have
competitive advantage in this field. Thus, it is proven that the
Global Capability Framework can be developed using Nvivo
analysis for the Malaysian setting. This answers the research
question on how the Global Capability Framework can be used in
Malaysia at the individual, organisational, and professional levels.
Interestingly, all participants had different preferences in terms of
the most significant PR capability. The PR practitioners chose
‘Platform and Technologies’ (PT) as the key theme, while the PR
consultants preferred the key theme ‘Strategic counsel and
Advisory’ (SCA), and finally, the PR academicians favoured the
key theme of 'Contextual Intelligence' (CI). All participants were
concerned with the themes accounted for based on their scope
and nature of work. These findings are parallel with PR roles of
manager and technician (Dozier & Broom, 1995). Later, these PR
roles were extended to the Excellent Public Relations and
Organisations: A Study of Communication Management (Grunig et.
al., 2002) model. Then, these PR roles was expanded by
Breakenridge (2012) and Neill & Lee, (2016) to illuminate new
strategic roles associated with the PR management of social
media. Nowadays, Malaysian PR practitioners use digital media to
communicate their corporate messages to their stakeholders.
Cornelissen (2017) argued that the PR role requires the process of
strategy-making or the becoming of a strategist rather than a
technician. This is why Malaysian PR consultants tend to focus on
providing strategic counsel and advisory services to their key
clients. Otto (2019) urged that PR practitioners require a wider
understanding of the country's social and cultural system.
Unsurprisingly, Malaysian PR scholars encourage the PR practice
to be seen using the bigger picture socially, culturally,
economically, and politically.
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Figure 29: Conceptual Framework of Global Capability in Malaysian
Setting
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Implications
The final and main method of this study is in-depth
interviews, The findings have revealed the key capabilities
of PR communities. This study suggests a substantial
number of implications based on the findings of this study.
Firstly, the findings of this study advance the third stage
which is the development of a Global Capability
Framework based on the Malaysian perspective. Thus, it is
fruitful to note that this qualitative method relies on text
data showing unique steps in data analysis scientifically
(Creswell & Creswell, 2018).
Thus, we summarise this complex analysis by creating a
conceptual framework based on the Global Capability
Framework (Gregory & Fawkes, 2016). Secondly,
Malaysian PR practices are still immature as they rely on
the 'technician' role rather than being strategists, and this
is especially true among PR practitioners. They also lack
leadership ability in practising their roles, especially during
a crisis.
Indeed, it is debatable that Malaysian public relations
practitioners can be members of the dominant coalition.
Finally, it is found that cultural capability should emerge as
a new dimension of this framework. Interestingly, all PR
communities have agreed that providing contextual
intelligence is the top PR capability that had emerged
during the rigorous data analysis conducted. Therefore,
cultural capability should be seen as essential to
Malaysian public relations practices in order to ensure
organisational distinction.
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