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Preface

IN AN ERA OF social change, often unprecedented in nature, an institution as
dynamic as broadcasting cannot afford complacency. It must face a future
which will require many changes and it must come to accept greater commit-
ments to social leadership.

The time has passed when broadcasters can boast that commercials have
effects on people and then claim that most programs do not have effects. So is
the time gone when broadcasting was almost exclusively an entertainment me-
dium; although its show-business aspects still predominate, it can no longer dis-
regard the fact that progressively greater proportions of its time are being
devoted to news, public affairs and other informational services. New methods
of sales and advertising must be designed if broadcasting is to remain competi-
tive in a changing communications climate.

The industry must continue to reappraise and modify employment prac-
tices and its system of personnel relations if it intends to attract competent and
creative people. Pressures on broadcasters from outside sources need to be
eased by positive approaches instead of the usual defensive maneuvers. Above
all, broadcasters need to realize that, whether they like it or not. the public ex-
pects them to behave responsibly as members of a profession.

The commercial station exists to offer community service while making a
profit for its shareholders. It is, however, an overemphasis on profit return that
causes some commercial managers to lose sight of the many other rewards to
be achieved through radio and television broadcasting operations. When every-
thing is subordinated to the dollar, standards of good broadcasting are sacri-
ficed. Managing a radio or television station then holds no more meaning or
challenge than operating a lemonade stand. To be penny-wise is in many in-
stances to be socially foolish. Neither men nor institutions grow in stature
through huckster interests in a narrow field.
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Lee DeForest, pioneer in radio broadcasting, lamented towards the end of
his life:

As I look back today over the entire history of radio broadcasting since [1907]

.1. . . am filled with a heartsickness. Throughout my long career I have lost
no opportunity to cry out in earnest against the crass commercialism, the etheric
vandalism of the vulgar hucksters, agencies, advertisers, station owners—all
who, lacking awareness of their grand opportunities and moral responsibilities to
make of radio an uplifting influence. continue to enslave and sell for quick cash
the grandest medium which has yet been given to man to help upward his strug-
gling spirit.!

While that may be a harsh evaluation by an inventor who met ill success as an
entreprencur of radio, echoes of his criticism are voiced today by broadcasters
as well as critics.2 The late Edward R. Murrow, in his last speech (October of
1964), noted the need for proper human harnessing of these man-made media:

The speed of communications is wondrous to behold. It is also true that speed can
multiply the distribution of information that we know to be untrue. The most
sophisticated satellite has no conscience. The newest computer can merely com-
pound, at speed, the oldest problem in the relations between human beings, and
in the end the communicator will be confronted with the old problem. of what to
say and how to say it.?

Perhaps DeForest himself provided appropriately balanced commentary on the
shared responsibility inherent in any kind of communication between sender
and receiver who together made the process happen: ‘“To me the quality of
radio broadcasting is the index of the mental or moral qualities of the people
who formulate its policies, or who continue faithfully to listen to its output.”* *

This book is directed to those who formulate those policies and to those
who aspire to that role, the station managers and administrators of broadcast
companies, as well as students taking courses in telecommunications manage-
ment.

Intelligent and responsible management cannot be realized by uncreative
and imitative methods. There must be a considerable evaluation of the potential
that generally has not been put to use in broadcasting. Few station managers
have achieved the genuine stature their calling makes possible. Such ac-
complishment depends upon the manner in which the true executive approaches
his task and the results that he produces. Collectively, the various instances of
achievement can change the image of broadcasting.

On the other hand, we believe that the broadcast industry has been unnec-
essarily hampered in the accomplishment of some of its greatest achievements
by too much governmental regulation and the threat of still more regulation, by
discriminatory practices that are not experienced by other mass media, and by
overly idealistic and sometimes naive expectations on the part of observers and
groups with little but superficial knowledge of the realities of broadcast opera-
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tions. Throughout this book, we will note the need for more and greater free-
doms for broadcasters ir general and station managers in particular. Yet we re-
alize that with every new freedom gained an equivalent responsibility must also
be expected. Freedom and responsibility are parallel expectations of any mature
individual or social institution. The mature station manager will know what
those responsibilities are because he will have planned for them within the
framework of the freedoms which he desires.

We may seem at times to be overly critical of present managerial prac-
tices. We believe there are better ways to get better results. We criticize out of
a background of devotion to the broadcasting industry. Our professional and
academic lives have thus far been bound up in it. We have seen considerable
progress since those early days when the mere sound of a human voice coming
into the home by wireless was a thrilling and almost unbelievable phenomenon.
We are not, however, wholly satisfied with broadcasting’s accomplishments, as
varied and as marvelous as they have been. We believe that continuing im-
provement is always possible and generally we have been gratified to find that
this is true. To paraphrase Winston Churchill, we have seen not the beginning
of the end, but the end of our broadcast beginnings.

Therefore, while this book offers representative patterns of practical man-
agement procedures, it does not attempt merely to set down minutely detailed
and standardized practices for managing radio or television stations. Such a
volume would be obsolete before publication and useless to those managers
who want their stations to have distinct images or personalities that make them
stand out because they are importantly different. Thus, we believe it appropri-
ate to suggest areas for improved managerial leadership, to point out the values
of change in those areas, and to inspire individual managers to action on the
basis of their particular present and future local resources.

In this revision of the original text, we have attempted to provide consid-
erable statistical documentation as well as excerpts from and references to other
commentators about media management. Hopefully these data, together with
the authors’ syntheses and conclusions, will challenge the reader to analyze
more fully the facts and principles involved, before accepting or rejecting either
the status quo or alternate options in broadcast administrative practices. Regu-
larly cited in footnotes and end-of-chapter references are related publications
about specialized aspects of management; secondary sources are sometimes
cited when they are more readily available than the original publications or
reports. Our intent has been to offer to broadcasters, teachers, and students of
broadcast management a range of generally available sources that provide fuller
detail and differing viewpoints. We urge readers not to overlook those further
discussions of controverted issues which are in the end-chapter notes.

Because the authors bring to this revision their respective traihing, experi-
ences, and perspectives, they have chosen to de-emphasize personal assess-
ments in the body of the text, in order to devote a new final chapter to their
own professional and academic judgments about the management of broadcast-
ing in America. We trust that not only the concluding chapter but the entire
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revision will reflect the discerning appraisals of the late Leo A. Martin, who
collaborated on the original work.

Chicago and Los Angeles WARD L. QuaaL
January 1976 JAMES A. BROWN

NOTES

Preface

1. Lee DeForest, Father of Radio (Chicago: Wilcox & Follett, 1950), pp. 442-443.

2. See the appraisals by CBS alumni Fred W. Friendly, Due to Circumstances Beyond Our
Control . . . (N.Y.: Random House, 1967) and Alexander Kendrick. Prime Time: the Life of
Edward R. Murrow (N.Y.: Little, Brown, & Co., 1970).

3. Quoted by Kendrick, pp. 13-14.

4. Father of Radio. p. 446.
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A NOTE ON SOURCES

FOOTNOTE REFERENCES in the notes at the end of each chapter provide extended
discussion of significant issues as well as documentation of sources. Permission
to quote material from published works was provided generously by the holders
of copyright, usually the publishers or authors cited in the notes. To those ref-
erences the following credits should be added:

Excerpts from Broadcasting in America. copyright 1956 by Sydney W. Head and
copyright 1972 by Houghton Mifflin Company.

Quotations © 1959 / 1967 / 1972 by The New York Times Company. Reprinted
by permission.

Material in note 81. Chapter g, copyright 1962 by The Harvard Law Review As-
sociation.

Excerpts from the NAB Code on p. 162: reprinted from The Radio Code. pub-
lished by the Code Authority. National Association of Broadcasters. Nine-
teenth Edition, June 1975: and reprinted from The Television Code. published
by the Code Authority, National Association of Broadcasters. Eighteenth
Edition. June 1975.

Citations from The Image Industries by William F. Lynch. copyright 1959. Sheed
and Ward. Inc.
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Broadcast Management

in Perspective

Perfection of means and confusion of goals seem in my opinion to

characterize our age.
—ALBERT EINSTEIN

THE STATUS OF BROADCAST MANAGEMENT

THE FLAT STATEMENT is all but incredible: electronic communication has pro-
gressed from Marconi to Telstar well within the biblical life span of three score
years and ten. Only some 40 years lic between the beginnings of mass radio
broadcasting and the first international television by satellite. In that short time-
span the major technological developments of radio and television were in-
troduced, refined and expanded. From the crystal set grew the marvels of high-
powered transmitters, FM radio, stereo, videotape, transistorized receivers,
color television, videocassettes and cartridges, computerized station operation,
laser and holograph and satellite transmission.

Superimposed on these achievements were the arts and skills of produc-
tion and programming as well as the techniques of sales and advertising. The
producers, programmers, salesmen and advertisers came to be more closely as-
sociated with broadcasting in the public mind than were the scientists and engi-
neers who made it all possible.!

Engineering, of course, remains a vital part of the broadcasting service.
Without the contributions of electronic engineers, producers and salesmen
could not keep radio and television stations on the air. But the relative impor-
tance of the technical contributions to broadcasting made by the engineering
fraternity often is overlooked in favor of the social, cultural and commercial
applications made of their creations.

Broadcast management, given the incentive, freedom of enterprise, inspi-
ration and some sense of direction, can achieve results in programming and in
sales that will parallel, if not exceed, the technical accomplishments of the in-

dustry.
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Growth of Management Opportunities

The growth of management opportunity peaked in the years following
World War 1. At war’s end, there were about 9oo radio stations on the air,
most being managed by men who had been in radio since its infancy. Yet, the
desire of many returning veterans to go into business ‘‘for themselves,’’ the fi-
nancial resources available to them, the ‘‘glamour’’ of broadcasting and the
thousands of authorized but unused frequency assignments made local radio an
attractive (if unusual) form of investment.

Those stations that were on the air were, for the most part, substantially
financed operations with network affiliations. The real growth of local radio
began at this time. From 1946 through 1950, some 1,800 new radio stations
came into existence. In 1948 alone, 533 stations began operations. This was the
largest number of new station authorizations in any single year since broadcast-
ing had its birth. By the mid-1960s, the number of radio stations had more than
quadrupled. The rush to seek station licenses was so great that the FCC, in
1962, established a temporary ‘‘freeze’” on new authorizations. Yet, despite the
freeze, 14,000 license applications were filed the following year, and a decade
later (despite another five-year freeze on AM licenses) there were more than
7,000 commercial radio stations authorized by the FCC.?

By 1973 there were 2,001 radio stations on the air competing among one
another in 262 major metropolitan markets. Another 266 stations broadcast in
non-metropolitan areas where three or more stations vied for audience and ad-
vertising. In 542 other regions of the country 1,084 stations operated in two-sta-
tion competition towns. And in each of 1,484 other areas there were single sta-
tions serving the local population.?

The sale of radios, the number of people listening, and station profits
have kept pace with the general population growth and the increase in the
number of stations. While these developments will be treated in succeeding
chapters, it is worth noting here that with 99 per cent of all U.S. homes having
radio sets, the average number of sets was 5.4 per home, more than one radio
for each individual family member.

Among factors that influenced radio’s growth have been the development
of the transistor, printed circuits and miniaturization. The high degree of mobil-
ity associated with radio has become increasingly true also of television; not
only receivers but color cameras and transmitting units have become light-
weight, compact and highly portable. Radios installed as factory equipment in
cars, and bulky but carryable portable radios brought out-of-home listening to
millions; miniaturization made possible pocket radios—and a geometric in-
crease in out-of-home listening. The proliferation of radio was demonstrated
dramatically on November 9, 1965, when a massive power failure plunged the
northeast portion of the nation into darkness. Radio, its studio and transmitting
equipment powered by emergency generators and its miniature receivers pow-
ered by batteries, kept millions informed, averting the panic of non-informa-
tion, until electric power was restored and the lights came on again. No other
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event, no educational campaign, could have convinced so many people, so
quickly, of the importance of having a transistorized, battery-powered radio
handy, and of the reliability of free-enterprise radio in a major emergency.

The radio which kept a quarter of the nation’s population informed of the
power ‘‘blackout’” in November of 1965 was similar to the radio of the 1920s,
at least in basic technology. While there had been improvements such as minia-
turization, those who turned to their battery-operated sources of information
and security were turning to AM radio.

Just before World War 11, there was the promise of television. Picture
and sound had been transmitted simultaneously in 1931 and people visiting the
1939 New York World’s Fair were fascinated by the novel ‘‘toy.’’ Being de-
veloped at the same time was another form of radio called frequency modula-
tion or FM.

The development of FM, like the development of television, was put
aside for the duration of the war while those with the technological skills
needed to develop these media, including many broadcast engineers, went to
work in behalf of the nation’s defense effort. They developed the most elabo-
rate communications system yet devised, and applied electronics to highly
sophisticated weaponry. When they returned to civilian life, they addressed
themselves to such developments as FM, bringing with them new technology to
speed progress.

There are 100 FM channels available (providing 1,098 specific FCC as-
signments by state and city); this compares with the 107 AM channels available
on standard broadcast frequencies (in 1975 totaling 4,483 stations, including 24
unduplicated Class I clear channel stations). Investors for many years found
little success with FM due to various factors, including a general public disin-
terest in the system—partly prompted by modifications in the FM band spec-
trum location and by introduction of high-fidelity sound reproducing systems
and of television. The technological development of stereocasting, followed by
quadraphonic capability, added new public appeal to FM and the channels
became more appealing to applicants. The sharpest increase in applications for
radio station licenses since 1964 has been for FM licenses. By 1972, more than
one-third of all commercial radio stations in the U.S. were FM, and more than
one-third of all portable radios had FM turners (up from only 2 per cent in
1961). Four out of five homes had sets capable of receiving FM.*

For those aspirants to the more than 1,000 available FM assignments, the
following advice from Byron G. Wells may be useful:

. . You're going to need many things before you even get close to going
on the air—things like aspirin, money, aspirin, patience, aspirin, money . . .
After a while, if your programming is good, if the advertising comes in,
and if you get a few lucky breaks. the station may start to pay. . . . In fact, you
might even start drawing a bit of salary for yourself. . . .°

Due to the larger investments necessary for the installation and operation
of television stations, their locations have been generally restricted to metropol-
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itan areas. As compared with the 4,483 commercial AM and the 2,819 com-
mercial FM stations which had been authorized by the end of March, 1975,
there were only 759 commercial television stations.

Nonetheless, television was found in approximately 97 per cent of U.S.
homes by 1975; and 45 per cent of all homes had two or more sets, while 70
per cent of all homes had color TV.® Most homes could choose from three or
more stations, including the offerings of the three national commercial televi-
sion networks and the Public Broadcasting Service.”

Television’s initial development was in the very high frequency (VHF)
range, channels 2 through 13, bisected by the 88—108 megacycle FM band. Not
enough channels to meet the demands of would-be licensees and the desires of
the general public led to the development of another band of the spectrum for
television use, ultra-high frequency (UHF).

The portion of the spectrum allocated to UHF provided for 70 channels.
While this spectrum band is not contiguous to the VHF band, the UHF chan-
nels were designated 14 to 83 (reduced two decades later by 14 channels to pro-
vide additional spectrum space for land-mobile radio). Presently, the two
frequency bands, channels 2-13 and 14-69, require separate tuners. UHF sta-
tion operators have led efforts to develop an acceptable continuous tuner for all
channels now in use. (Channel 1 frequencies were redesignated many years ago
for non-broadcast services.)

UHF stations were slow to develop due to the small number of sets capa-
ble of receiving UHF transmission. It was not uncommon for operators of UHF
stations, after attempts to provide competitive broadcast service, to suspend
operations and return their licenses to the FCC. Federal legislation required that
all television receiving sets manufactured after May 1, 1964 must include both
VHF and UHF channels; this led to a steady increase in applications for UHF
station licenses. And FCC authorization for low-power UHF stations opened
the way for the construction and operation of television stations in small towns
and rural areas.

Such growth could somewhat parallel the expansion of radio following
World War II if it were not for the questions raised by the developments in
cable television. As community antenna television (CATV), this system was
originally designed to bring the services of television stations to outlying areas
where TV reception was limited or non-existent. Entrepreneurs, including
many broadcasters, began to dream of vast profits from investments in such sys-
tems whereby monthly subscription fees are collected from users. Con-
sequently, areas which were considered likely prospects for new UHF stations
suddenly became high risks due to either the installation, or the threat of in-
stallation, of CATV systems. In April, 1965, the FCC asserted jurisdiction
over some 400 CATYV systems that used microwaves for transmission, and in
March of 1966 some 1,200 systems that delivered service by means of tele-
phone lines were brought under its control. By 1975, some 3,240 CATYV sys-
tems in 6,980 communities served some 8 million subscribers.® The FCC ac-
tions for the first time brought all CATV under government regulation and
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imposed certain conditions for their operation. The systems were required to
give nonduplication protection in the carrying of programs which are broadcast
by any local commercial or educational station. Any CATV system which
proposes to bring programs from distant stations into the prime service or
grade-A area of any station in the top 100 markets of the country must first
secure FCC approval. Information concerning all officers and subscribers to
each CATV system must be submitted to the FCC,

However the CATV controversy is ultimately resolved, the ability of
U.S. homes to receive UHF signals has steadily increased. A U.S. Census
Bureau study in August of 1965 showed that almost 23 per cent of the house-
holds of the country had sets which were equipped to receive UHF broadcasts;
at the end of 1971, the figure had risen to about 81 per cent of homes in the top
100 markets (those markets include 86 per cent of all TV households). By 1973
almost 86 per cent of all TV households in the U.S. had sets capable of UHF
reception.

The growth of color television hinged on a factor of added expense
for colorcasting equipment. In 1965 color TV sets suddenly began to be pur-
chased in quantity, brought about partly by a healthy economy and partly by
the greater availability of color programming together with other factors such as
reduced costs for sets. Most, if not all, prime-time programming by each of the
three television networks for the 196667 season was in color. The local station
could hardly afford to offer only black-and-white programs and commercials
so0, except for older feature films and reruns of earlier monochrome TV series,
locally-originated broadcasts were converted to color at most television sta-
tions. By 1975, over 47 million households (68% of all homes in the U.S.)
owned color television receivers.

A Confusion of Problems

With the increase in the sheer number of TV and radio stations during the
1950s and 1960s, competition became a major factor for many managers for
the first time. Stations that had enjoyed a virtual monopoly of the local broad-
cast audience found new and aggressive competitors attracting their listeners
and viewers. Where innovation, change, and hard work may not have been par-
ticularly necessary in a static situation, they were suddenly essential. Neverthe-
less, small-market broadcasters had to be aggressive even if theirs was the sole
TV station in town. They were excluded from the advertising budgets of many
of the giant national advertisers whose spot dollars were allocated to the largest
50 or 100 markets. And they had to compete for the small local business adver-
tising with the hometown newspaper and radio station.?

While enormous profits can be earned by large and successfully managed
broadcast stations in major markets, the majority of AM and FM radio and
UHF television stations profit modestly, if at all. The industry is considered a
small-business field because of the proliferation of FM and low-wattage AM
stations with staffs of less than a dozen, and UHF stations with minimum staffs
and budgets. The FCC reported that radio stations in 20 per cent of 227 metro-
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politan areas lost money in 1971; and one out of four smaller non-metro areas
reported combined losses for their three or more radio stations.®* Almost one-
third of §64 daytime-only radio stations lost money in 1971.. The average
profit, before tax, of the other two-thirds was $7,000—about 6 per cent profit
margin (the relation of profits before federal taxes to revenues).®® Meanwhile,
although major television stations in the largest markets profited greatly in
1971, one out of five VHF stations and two out of three UHF stations lost
money that year. Those losses ran strongly into six figures for most of the 189
stations whose expenses outstripped their revenues.® Similar profit-loss margins
were reported for 1973 (see Chapter 7).

As the broadcasting industry grew, problems began to multiply. Some
were so universal and complicated that associations of broadcasters were
formed to deal with them. Criticism continued to come from the FCC, intellec-
tual critics and other opinion makers, political leaders, and consumer organiza-
tions.!?

The term ‘‘vast wasteland,’” coined in 1961 by then-FCC chairman New-
ton Minow to describe broadcasting’s schedule of programs, has since haunted
station managers and network executives.!! Critics seized upon the phrase and
proceeded to blast away at broadcasting in general, often with charges not
always justified. Broadcasters soon became supersensitive to criticism and de-
voted far too much time to defensive reactions instead of making positive ad-
justments in more significant problem areas.

An observer of, and a prominent force in, broadcasting throughout its his-
tory, Sol Taishoff, Chairman and Editor of Broadcasting magazine, received
the 1966 annual Distinguished Service Award of the National Association of
Broadcasters. On that occasion, he challenged the broadcasters of the nation to
establish *‘a proper heritage of imagination and boldness’’ for those people of
the new generation who would some day be in charge of stations. ‘“The current
climate of the broadcasting business,”” said Mr. Taishoff, *‘is not especially
conducive to imaginative ventures and risky progress.”” 2 Rather, he said, the
prevailing attitude is ‘‘conservative,”” with suggestions not to *‘rock the boat.”’
Later, and with justification, he lamented: ‘‘Everybody has become an ex-
pert.’* 13

Men in administrative positions usually know more about the problems of
their own organizations than the critics think they know. It is not unusual for
these executives to receive ill-tempered and inaccurate critical comments. A
common reaction is to suspect all criticism, even that which might have some
validity. Broadcasters need to respond constructively to complaints and com-
ments by non-broadcasters. Over-sensitivity can lead to a tendency to condemn
unfavorable comment and to note only the observations which are favorable.
Too soon, the general public comes to doubt the objectivity of the broadcaster
and to resent his defenses. It would be more profitable in the long run to show a
little less persistence in promoting the medium’s virtues and publicly to recog-
nize and work toward the elimination of some communication shortcomings.
The broadcast manager has usually risen to his position because he understands
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the complexity of his industry and has proved that he can guide station person-
nel and procedures properly (and profitably). But unlike many businesses, no
matter how effective his effort is on the basis of business, his decisions affect
program service which reaches out day and night into the community of non-
broadcast citizens. Their reactions, and the appraisal of critics, often are valid
on grounds other than business and economics. He cannot ignore this **social
reach’ ef his medium.

Some administrators have been reluctant to take positions on issues of
public importance, concerned that such stands might limit future business from
advertisers who view these issues differently. But strong stands on vital issues
can gain as much business as they lose, while increasing the stature of the
broadcast manager who *‘states his mind,”’ earning new respect for him and his
station. The late Edgar Kobak, former executive of ABC, NBC, and the Mu-
tual Broadcasting System, claimed that in his professional lifetime he had lost
significant business only twice for refusing to compromise his standards in
operating those broadcast chains. One such instance involved the late Henry
Ford personally, who eventually returned his advertising to the network be-
cause he respected Kobak’s firmness and integrity. Broadcasters have a special
obligation to assume such leadership since their industry by its very nature gen-
crates interest in, and is itself a part of, the social environment. Yet, nothing is
so unproductive as to take a strong editorial position on the air and to initiate no
follow-up activities of leadership on important issues. Nevertheless, some sta-
tions continually exhort the people to ‘‘do something’’ and then leave the
implementation of the projects to a disorganized public; often no constructive
activity follows.

A predominant tendency among managers of radio and television stations
is to imitate the successful program formats and business practices of other sta-
tions. Evidences of originality or true creativity are rare. Whenever significant
issues arise within the industry, a few leaders devote great amounts of time
toward their solution; the individual station manager’s voice is seldom heard.!*

The ratings services, which we shall treat in a later chapter, are accorded
a disproportionate amount of respect by station management at the expense of
other measures of impact perhaps more significant for the long-range future.

There are danger signs, as well. One danger is that people who are given
too much of the same kind of programming may grow bored and turn to other
forms of recreation for their gratifications. Broadcasting’s greatest asset has
always been its popularity with the people. If the people acquire a blasé attitude
toward radio and television, the industry will indeed fall on hard times. Such a
possibility cannot be ruled out as unrealistic by any manager who is concerned
about the future and who has the ability to inspire originality in his station staff.

Too often, broadcasters have separated themselves from their listener-
viewers by what advertising executive Gene Accas has called ‘*an idea-tight,
communications-proof wall constructed of ego, misplaced self-importance and
misunderstandings.”’ '® The time is long past when the broadcaster can afford
such luxury. Today, an empathy with the audience can reveal much-needed in-
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formation that rating services cannot provide. Yale Roe has proposed that, at
least out of noblesse oblige, successful corporation leaders (including broadcast
executives) in a city should collaborate with one another in an effort to share
resources and ideas for local broadcast programming. He cites John D. Rocke-
feller’s view that the true justification for economic power lies in service to the
public. '8

Playing it safe is seldom really ‘‘playing it safe.’’ Imitating other sta-
tions' practices and clinging to conservative trends already established by com-
peting applicants for licenses are hardly challenges at renewal time. With a
growing availability of personnel both trained and experienced in broadcast-
ing, as well as a significant body of professional consultants, it may well be
that alternative proposals submitted by competitors may find a considerable
amount of favor in the offices of the FCC. In 1971 there were 11 cases of AM,
FM and TV renewal applicants contending with challengers to their licenses—
sometimes multiple challengers; in mid-1972 approximately 100 petitions to
deny license renewals were filed with the FCC against stations. Even if the
operating station were to assume that it could hold its license, it still would
have to face the possibility of a costly and time-consuming comparative hear-
ing. It would be more efficient operational procedure to make sure of preven-
tion than to have to prescribe and effect a cure.

A constant preoccupation with merely defensive strategy has plagued
broadcasters throughout the history of radio and television. The time is long
overdue for a new positive approach. The station manager must exercise initia-
tive and leadership.

Each manager needs to supplement the work of state, regional, and na-
tional groups with a considerable amount of thinking in terms of his own sta-
tion, his own market, and his own audience. He should determine where he
wants the station to be at the end of another decade and then concentrate a
share of his physical and mental powers on achieving that goal. He might
include in his goal greater professional practice, a wide public acceptance, ex-
panded services by the station, and consequent profit increases. He cannot run
only a “‘holding” operation, sandbagged and dug in, and expect to succeed.

Perhaps a fundamental problem lies in differing philosophies of **what
it's all about’’ as reflected in the perennial question of who owns the airwaves.
Often enough the licensee who has invested risk capital in an uncertain venture
in a highly competitive market is impatient with the question. He is acutely
conscious of the enormous amount of money that he has already put into legal
and technical fees, equipment, personnel and ‘‘software’’ supplies; he knows
that the potential listeners or .viewers will pay nothing more or less whether his
station transmits or not. So the broadcast investor-owner finds the question of
ownership academic at best, and a point of law at worst. But that point of law
is also a point of fact. As for the law, the Communications Act of 1934 (section
§301) clearly states that no licensee possesses property rights over channels or
frequencies. The Act provides ‘‘for the use of such channels, but not the own-
ership thereof, by persons for limited periods of time, under licenses granted by
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Federal authority, ‘and no such license shall be construed to create any right
beyond the terms.-conditions, and periods .of the license.”” The Com-
munications Act further reaffirms that any license is granted conditionally by
the FCC, because it **shall not vest in the licensee any right to operate the sta-
tion nor any right in the use of the frequencies designated in the license beyond
the term thereof nor in any other manner than authorized therein.’” !7 Apart
from the legal technicalities, there is the question of capital investment in facili-
ties as a criterion of who really owns ‘‘the airwaves.’’ The billions of dollars
invested by the owners of receiving sets balance off against the billions of
dollars invested by owners of station facilities and property. The dollar figures
do not clearly imply **ownership’’ of the electronic medium, which depends as
much on continued reception by an audience as it does on continued transmis-
sion by stations in order to exist at all.'® And so these considerations throw the
resolution of the issue back into the not insignificant area of philosophy. To
whom does the phenomenon of the *‘natural resource’” of the electromagnetic
spectrum rightly belong—to the individual broadcast licensee or to the public at
large? '8 Thus the viewpoint about this single pivotal question affects the pro-
fessional and pragmatic, as well as philosophical, policies of the broadcast
manager and his staff.

In the final analysis, nothing is ‘“‘owned’’ until it is used. The airways
were always there. It took dedicated men, with courage, with money, and with
faith in themselves and the potential of radio and television to develop the
present system of American broadcasting.

The Management Potential

Long before personnel could be formally trained in broadcast manage-
ment, early stations were necessarily administered by people who had been suc-
cessful in enterprises other than broadcasting, such as newspapers, accounting,
or even raising livestock. Few were acquainted with business administration al-
though their records as profit producers in many fields had been impressive.
None had previous experience in the curious amalgam of engineering, sales,
and programming that was to become broadcasting.

It might even be possible to discern some trends in the backgrounds of
broadcast managers, especially in higher administration of networks and group
owners of stations. Whereas top management in the 1930s and 1940s included
former entertainers from show business and on-air broadcasting; in the 19505
and 1960s successful sales personnel assumed increasingly greater roles. And
in the 1960s and 1970s personnel with legal backgrounds began to emerge into
the administrative ranks: The next pattern may well reflect still other forces af-
fecting broadcasting in today’s world, where social-oriented researchers and be-
havioral scientists have increasingly collaborated with broadcasters in assessing
and planning broadcasting’s role in contemporary society.

Over the years, much effective management has been achieved in broad-
casting. Most of it was learned by trial and error and often with great expense
and frustration. Errors made in the management of stations usually have been
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errors of omission rather than of commission. As a general rule, those people
who have accepted management responsibilities in broadcasting have worked
hard for their success. In some cases, it is true, there has been a lack of realiza-
tion of the true power of the station’s programs to inform, to entertain, and to
influence. In some other cases, there has been an inadequate understanding of
the methods whereby the station might be made a true element of community
life. There have been instances of shoddy business practices and the broadcast-
ing of questionable materials on the air. But these cases have been very much
in the minority. Examples of downright incompetence have been rare.

Most managers in broadcasting are socially responsible people. The
screening of license applications and station transfers by the FCC acts as a safe-
guard for the public against the possibility that stations might be operated by
people of questionable character (granted that owners, as licensees, are scruti-
nized—not their hired managements and staffs). Consequently, the man or
woman who is in charge of a radio or television station is usually a very good
and responsible citizen of the larger community.

Today, station owners are in a position to select managers with consider-
able amounts of experience in broadcasting. In some cases, personnel are avail-
able who have successfully managed other radio and television properties.
Graduate students in a few colleges and universities, often people with years of
experience in broadcasting, are now able to study station management as well
as other aspects of broadcasting. Continuing seminars in station management
are arranged for those who are actively engaged in the administration of radio
and television stations. Here, management transcends narrow concepts and rou-
tine tasks.

The preparation of tomorrow’s managers in broadcasting and the services
provided for those who are in management today seem to presuppose that there
is a common set of principles and methods which can be used to advantage in
any station. Is this true? Can the manager of a 250-watt, daytime-only radio
station serving a rural small-town community use the same procedures which
are in effect in the 50,000-watt, clear-channel metropolitan radio station? Are
the decisions which must be made in the independent television station similar
to those in the station with network affiliation? And are there significant dif-
ferences in the management of any broadcast property which makes demands
that are not present in the management of other enterprises? Obviously there are
differences in all managerial situations, but successful methods should apply
universally if ingenuity is used in their adaptations.

After some 50 years of radio and some 25 years of television, the time
has arrived when broadcasters generally have come to realize that two broad
areas of need exist. First, the special nature of radio and television as commer-
cial enterprises seems to make an organization of the principles of station man-
agement not only advisable but imperative. The increasing complexity of the
managerial assignment and the probability of significant developments in the
future call for a definition of the basic areas of duties and responsibilities as
well as the challenges which confront the manager in broadcasting. First princi-
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ples can have immeasurable value when used as a yardstick by which the man-
ager can evaluate his own accomplishments (or lack of them) against others
who are engaged in a similar activity.

A second area of need is for a genuine philosophy concerning broadcast-
ing. The public nature of the electronic media and their overall supervision by a
government commission have brought an almost constant set of crises to an in-
dustry operating under the spur of risks and rewards of private and free en-
terprise. The station manager in broadcasting has been anything but ““free’” to
conduct his affairs as other businessmen have been able to do. As an individ-
ual, he is virtually powerless to effect any changes in the overall system. As a
group, broadcasters have seldom been able to mobilize anything approaching
unanimity of opinion on any issues except those which would penalize them in-
dividually, as as well as collectively. As a result, they have become easy
targets for negative criticism, some of it valid and needed, some of it vitriolic
and wholly without foundation.

A positive philosophy is that which defines the purposes of broadcasting,
its place in contemporary society, and the ethics to which broadcasters sub-
scribe. The preoccupation of station managers with governmental pressures and
with a constant assault by critics and opinion leaders requires far too much of
their time and energies. From the viewpoint of efficient management, surpris-
ing advances might be accomplished were these defensive maneuvers sup-
planted by more constructive attention to station and community needs. A few
leaders in the industry are kept busy defending the actions of a majority of their
fellow broadcasters and arguing for conditions under which all broadcasters
might benefit. All too often, however, a hard-won right is not used by enough
broadcasters after it has been granted. Such has been the case with the right to
editorialize and the right of access to report electronically from state legisla-
tures. The broadcast executive should not be a faceless proprietor of a peep-
show, but a man responsible and responsive to the urgencies of his time.

In the final analysis, the broadcaster will not be given a place in the com-
munity unless he earns it. That place is not one of an obsequious servant of sur-
veys and profit statements, but of a powerful participant in the free society of the
future.

TOowARD A THEORY OF BROADCAST MANAGING

After defining the terms *‘broadcasting’” and ‘‘management”’ (including
the etymology of the latter), we will analyze the phenomenon of management
and formulate principles for a coherent theory. Such a theory helps clarify the
essential characteristics of the management process. Following chapters will
then explore implications of that theory for broadcast management. Frederick
W. Taylor, often referred to as the father of scientific management, was
strongly committed to the belief that *‘scientific management was not a collec-
tion of techniques to increase efficiency, but a philosophy of management and a
way of thinking.’’ 180
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Terminology

“‘Broadcasting’" includes transmission of electromagnetic energy that is
intended to be received by the public.'® This book concentrates on local com-
mercial radio and television stations. Network administration is discussed only
insofar as local station management is affected by network decisions about
programming and sales. Public (non-commercial or educational) broadcasting is
noted only in passing. Similarly, cable television (and pay-TV or subscription
TV) is considered only as a competitive consideration for local station man-
agers rather than as part of management’s planning for expansion or collabo-
ration.

‘‘Management’’ means many different things, partly because the roots of
the word are ambiguous and its range of meanings has grown over the years.
The academic and professional field of manapement itself recognizes no stan
dard terminology or universally accepted semantic content to the term “‘man-
agement.”’ 2® Here lies the problem of developing a theory of management
with clear structural and functional elements. The validity of a theory has its
initial basis in the integrity of its terms; but with the word ‘‘manage’’ there is
considerable etymological ambiguity.?!

Most authors agree that management is an art. And business management
is the art of accomplishing desired results through and with the members of the
organization. Management is defined by Filley-House as ‘‘a process, mental
and physical, whereby subordinates are brought to execute prescribed formual
duties and to accomplish certain given obiectives.”’ 22 Terry defines manage-
ment as ‘‘a distinct process consisting of planning, organizing, actuating, and
controlling, performed to determine and accomplish the.objectives.”” *2* Major
comstitutive [actors in management include leadership, planning, staffing. and
controlling. 23 Koontz classifies schools of management according to the princi-
ples that each theory emphasizes. The ‘‘management process’’ school empha-
sizes managers’ functions in getting things done by people who act in groups.
The “‘empirical’’ school stresses case study to derive experience and principles
from the success and failures of others. The ‘‘human behavioral’’ school fo-
cuses on interpersonal relations and on understanding what people expect from
work situations and how they perform in groups. The *‘social system’ school
views management as a cooperative, social system of cultural relationships; it
emphasizes communication and personal behavior.?* Koontz somewhat antici-
pates our own effort to formulate a theory when he notes that, being a logical
process (which can thus be applied in similar situations), management can be
expressed in terms of mathematical symbols and relationships; this highly sci-
entific study can be considered the ‘‘mathematics™ school of management.?
To these categories, Terry adds schools of decision theory and of economic
analysis and accounting.2%?

A further clue to the fuller meaning of the term ‘‘management’’ is
derived from what people have meant by it when they used it. That is how
words get their operative meaning, and those meanings change and can even
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evolve over decades and centuries until they vary widely from their original
denotations. This is useful to keep in mind when considering Douglas Mc-
Gregor’s assertion that conventional, classical principles of theories of organi-
zation -and management are derived from the military and the Catholic
Church.?® He cautions that ‘‘new theory, changed assumptions, and more un-
derstanding of the nature of human behavior in organizational settings’’ are
needed before applying to contemporary business the models drawn from far
different political, social and economic contexts. Yet, by reflecting back
through the centuries of mankind’s social groupings together, we realize that
without sophisticated weaponry or transportation or communication even the
military as well as the Church depended on face-to-face transactions (and hand-
to-hand battle!). In our own present era, military or ecclesiastical management
includes material resources of administrative paperwork and files, buildings,
vehicles, equipment and elaborately complicated procedures—as well as per-
sonnel. But the root of the word ‘*manage’’ came from the more directly per-
sonal phenomenon -of influencing and directing individual persons—in their
consciousness and conscience as decision-makers and doers and even in contact
body against body.?’ Indeed, the major modes of transportation and com-
munication were animals and human-propelled boats (by oars or by wind-as-
sisted hand-hauled sails); and early vocabulary such as manége bespoke the
personal handling and directing of animals to collaborate with men in achieving
some physical goal. Management thus has everything to do with people and ac-
tions, and only by default of historical accretion with mere physical resources
of things. These reflections, drawn from an analysis of the etymology of ‘‘man-
agement,’’ lead to a distinctive theory of management, after related terms have
been clarified.

A common contemporary meaning of ‘‘management’’ is the spectrum of
all those who have any authority or jurisdiction over other workers or who par-
ticipate in executive decision making and planning, thus distinguishing them
from all members of the labor force. In this book we do not necessarily refer to
that class of ‘*management’’ as differentiated from union-organized ‘‘labor”’
because some levels of broadcast management may well be members of unions
(e.g., engineers, announcers).

The rungs of the management ladder might be divided roughly into exec-
utives at the higher end, through middle managers, to supervisors at the lower
end. The distinctions might derive from the fact that the executive charts the
course or initiates entrepreneurial risks and sets creative directions for an en-
terprise, but he does not directly work with the people doing specific tasks. At
the other end of the spectrum, the supervisor oversees detailed procedures and
activities (for example, in a shop, office or assembly line) and appraises and
reports back or mercly applies predetermined sanctions; but he does not crea-
tively rearrange or strategically **manipulate’’ the movement of material or the
relationships of people. That would be the role of the manager. In the middle,
the manager does not establish major policy (as does the executive); nor does
he merely oversee the procedures involving things (appraising them and report-
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ing back, as does the supervisor); he ‘‘handles’’ or ‘‘directs’’ or ‘‘manipulates’’
(in the good sense) people.*®

Finally, a distinction may be made about persons identified as ‘‘profes-
sionals.’”” While not among management as such, they are still quite different
from the regular laboring workforce. Professionals are hired as consultants and
experts; they may be pant of the staff as resource-input people; they may be on
the staff or line, and may come from special fields such as education.?**

Throughout this book, we use ‘‘management’’ as a composite term some-
times including several of the categories above, at other times specifying a par-
ticular management position or role (€.g:, station manager, program director,
broadcast company executive).

Background: Theories X and Y

Douglas McGregor, in his watershed book The Human Side of En-
terprise, cut across decades of management studies by positing his ‘‘Theory
Y*’ that focuses not on physical resources but on human ones, especially on the
collaborative interaction among people engaged in an enterprise.

He cautioned that every practical action by management grows out of at
least implied theory—in the form of assumptions, generalizations and hypothe-
ses—and that acting without explicitly examining those theoretical bases results
in widely inconsistent managerial behavior. McGregor emphasized that

. . . the theoretical assumptions management holds about controlling its
human resources determine the whole character of the enterprise. They determine
also the quality of its successive generations of management.?®

He typified previous literature on organization and management practice
as supporting an absolute concept of authority in which authoritarian structures
and procedures effect the goals of an enterprise. Labeling that conventional
analysis as ‘‘Theory X,”" he described it as attempting to manage people by
motivating them in earlier times through physical force and power and more
recently by moral authority coupled with monetary compensation. In opposi-
tion, he posits *“Theory Y’* whose assumptions are dynamic rather than static
because they emphasize the need for selective adaptation and flexibility in
forms of control, based on the essential possibility of continued human growth
and development. Thus his Theory Y offers to improve management’s ability to
control through influencing others, .not by the amount of authonty they cun
exert but by appropriate selection of different means of influence according to
given circumstances.®® And those ‘‘means of influence’’ are drawn from the
underlying assumptions of Theory Y which look upon human persons as having
wants and needs; it is precisely by responding to those needs that management
most positively influences or controls and dynamically motivates his subordi-
nates.?! McGregor outlines the hierarchy of importance of those human wants
as: physiological necds; safety and security needs (protection against danger,
threat, deprivation, and ‘‘for the fairest possible break’’); social needs (for
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belonging, for association...for acceptance by one’s fellows, for giving and
receiving friendship and love); and finally two kind of egoistic needs, which are
most significant to the man himself and thus to management in attempting to
motivate him:

i. Those that relate to one’s selfiesteem: necds for self-respect and self-con-
fidence, for autonomy, for achievement, for competence, for knowledge

a. Fhose that relate to one’s reputation: needs for status, for recognition, for ap-
preciation, for the deserved respect of one’s fellows.32

McGregor claims that the success of any effort towards social influence and
control by management thus depends fundamentally on affecting other persons’
ability to achieve their personal goals or satisfy their human needs. He stresses
integration as the central principle derived from Theory Y:. ‘‘the creation of
conditions such that the members of the organization can achieve their own
goals best by directing their cfforts toward the success of the enterprise.’’ 33
His theory necessarily looks to the manager’s role as a complex one that must
be fiexible in the superior-subordinate relationship. The manager must some-
times be a leader of his group, but in other circumstances he must be more a
member of a peer group; he must variously deal with other departmental man-
agers, with an immediate superior, or with administrators and executives at
various higher levels in the company.

Thus Theory Y emphasizes the nature of relationships among people in
the organization. Guided by the Theory Y assumptions as his theoretical base,
the manager seeks to create ‘‘an environment which will provide opportunities
for the maximum exercise of initiative, ingenuity, and self-direction in achiev-
ing them.”” 34 So McGregor looks to the limits of human collaboration in the
changing circumstances of the organizational setting as dependent not on
human nature or a static assessment of line-and-staff people’s past record of
productivity but rather on management’s ingenuity in discovering ways to tap:
the potential commitment and achievement (and thus personal fulfillment) of
those employees, who constitute the organization’s human resources. At the
same time he notes that management which is creative, fiexible, and socially
responsible to employees is not the same as merely permissive management.

Translating those principles into more concrete terms, by following
Theory ¥ assumpitions, managers try to motivate & person to find within the en-
terprise a way to live his life as fully free a human being as possible in the spe-
cific context of an organization and job. That employee is prompted to look to
the job as an integral part of his personal daily living. The place of employment
and the job should contribute to what an employee is becoming as a person; it
should not just be a place where the employee makes money in order to go
home or on vacation in order to really **be” and grow. Management’s role is to
find the right people for whom working in that specific enterprise with its given
goals and procedures will be attractive and rewarding. And precisely by joining
the enterprise to help achieve the goals of that organization, the individual at
the same time contributes to his own growth and fulfilment as a person.
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This brief background provides the context for a new theoretical formula-
tion drawn from McGregor’s Theory Y assumptions, offering more precise em-
phasis on the dynamics of those managerial relationships in action.

The *‘V Theory’’ of Management

““Management,”” as commonly used today, may refer either to (1) that
complex of actions that constitute the process of managing, or to (2) that
complex of persons who possess the managing authority. What these two com-
mon uses of ‘‘management”’ lack is not a general sense of what munagement
involves (indeed, the generalness is so expansive that confusing and widely
divergent definitions are employed to describe this phenomenon) but a struc-
turally specific and comprehensive explanation of what managing must entail if
it is to be management at all.

MANAGING IS THIS BI-RELATIONAL PROCESS: THE
INTENTION OF THE MANAGER IS DIRECTED TO AND
EXECUTED IN THE ACTION OF THE MANAGEE.**

The managing process is bi-relational in that it is absolutely dependent on both
the manager and the managee; without one there is not the other. If a manager
gives directives that are not carried out by the managee, then properly speak-
ing he is not managing (just as when he does not initiate directives or oversee
in some way their carrying out, he is not managing); if the managee acts on
matters unrelated to or different from the directives of the manager, then prop-
erly speaking he is not acting as a managee. Thus ‘‘managing’’ is a process in-
volving persons relating to one another through directives. It is this dynamic
intervelation of person to person through directives and their being actualized
through execution which constitutes the essence of management.

Management is thus triadic and may be investigated according to any one
of, or any combination of, its three components: manager —anaging, Mman-
agee. The comprehensiveness or universality, and therefore validity, of any
science of management will be in proportion to its thoroughness in describing
the nature and functions of these three components. Summing up: the dynamism
of management (V) is a function of the manager as subject (M) directing (D)
the managee as object (m) to actualize (a) the manager’s intention,; or

V=M-—oD)@—m)

Furthermore, the dynamism of the manager's purposeful intention in his direc-
tives may be considered as either micro-intention or macro-intention. The
micro-intention is that activity (consisting of specific directives) which es-
tablishes, maintains or furthers the relationship between the manager and the
managee. The macro-intention is that activity (consisting of the stated purposes
and policies of the total enterprise) which establishes, maintains or furthers the
relationship between one unit or level of management and another unit or level
of management.
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The formulation attempts to express the dynamics of management as tri-
valent (thus the **V Theory’’), with three interacting vectors consisting of *‘the
one who'(M), *‘the one whom’’ (m}, and ‘‘the how-what’> or the actualizing
(a) of directives (D). Strictly speaking, without the central dynamism of those
directives heing actualized (D, a), there is no relationship operative, and to that
extent neither the manager (M) nor the managee (m) is acting in his respective
role within the enterprise. The operative intentionality occurs precisely in the
process of directing/actualizing.3®

Therefore the ** V. Theory™” focuses on the et of managing as the heart of
all management theory and practice. Fhe V Theory underscores the dynamic
relation of the manager as person to the managee as person, which relation is
constituted by the managee’s actualizing the manager’s directives. This empha-
sis has immediate implications for establishing criteria and for appraising the
success of given management situations.

Intentionality. Although it is not explicated in the formula, the central el-
ement of intentionality (the intention or purposefulness of the enterprise) is
fused into every part of the V Theory. As such it is the primary content with
which the entire bi-relational process of managing can be evaluated. To ask
what is the primary and abiding intentionality of management is to address one-
self, properly speaking, to the philosophy of management. (Needless to say, a
critical and well-timed examination of an enterprise’s management philosophy
can be enormously beneficial.)

Intentionality includes both ‘‘micro-intention’’ and ‘‘macro-intention.”’
The micro-intention refers to the specilic intent of the manager in directing a
manages 1o execule some-action in his area of the organization. The macro-in-
tention refers to the total enterprise as dictated by vwners, stockholders, gov-
ernment, and the public (as actual or potential customers; as consumers in the.
public marker generally, as critics, as voting citizens), and even by employees.-
The macro-intention can refer to all those elements of public, governmental and
economic factors that go into shaping the whole enterprise—its product or ser-
vice, its policies, and its procedures.3?

The key managerial function of planning involves selecting organizational
objectives and policies, programs, and procedures, together with methods for
achieving them. Intentionality expressed in planning is essentially the providing
of a framework for integrated decision-making which is vital to all collabo-
rative activities involving men and machines.?®

The macro-intention gives the criteria against which to appraise the man-
ager's success as manager, in one sense as himself interpreting and forming
directives, in another sense as motivating the managees to respond to his in-
terpretative directives. Insofar as these central vectors in the..management
provess—directives (I and actualization (a)—manifest disparity or imbalance
or are at cross-purposes, there is inefficient and ineffective organization pro-
cess; managerial actions are to that extent not fulfilling their purpose or macro-
intentionality; this means chaos and failure in the enterprise.

The Manager (M). While the manager’s knowledge of intended product
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and of processes is important in order to determine directives, it is not the de-
tailed factual knowledge that this theory looks to so much as the ability of the
manager to communicate effectively those directives (‘*micro-intention’’) in a
way that motivates the managee(s) to actualize them. And communicating
refers not merely to adroit interaction, verbally or by gesture, between the man-
ager and his managee(s); it embraces the entire complex dynamic discussed by
McGregor in his Theory Y and further embodied in our formula of
V =(M—D) (a<m). The very relationship between the manager and those
whom he manages is undercut without at least some knowledge and even expe-
rience of the processes and product with which the managee is engaged. The
more the manager knows, the better he can make judgments about the man
agees and their quality of work, precisely in the context of the organzation’s
goals (**macro-intention’’). But a person who knows only factual details and
minute procedures may not be an effective manager if he cannot also motivate
his subordinates; another person who does not fully know detailed processes
and product but who understands people and knows how to motivate and direct
them may yet be an effective manager.®®

Therefore the manager must know primarily the structures and. rela-
tionships involved in the company’s activity and in the activity of the personnel
who put forth a product. If the manager has solid knowledge of these rels-
tionships and knows how to *‘power’’ them, he can then call upon resource
people who are able to contribute more particularized expertise about details of
those structural areas which the manager can appraise as necessary to achieve
the organization’s goal.

This makes logically supportable and consistent, then, the practice of ad-
vancing a person good in nfanaging one area to a new and broader sphere of re-
sponsibility where he may well be just as effective. And this in spite of his less
detailed knowledge and experience of the expanded area of responsibility. He
can be truly effective as a manager if, while he endeavors to learn what he
reasonably can about the larger activities which he oversees, he continues to
apply his previous ability to manage per se. Certainly one cannot know per-
sonally all that can be learned about an enterprises—especially when a person
rises to top management involving several corporations or clusters of compa-
nies in distantly related fields, as happens in mergers. For example, a success-
ful program director at a station who has background in performance and
producing may well have learned a good bit along the way about sales; then he
is made station manager with responsibilities over not only programming and
sales but also engineering; eventually he may become an executive of a group
of broadcast stations in charge of several radio and television stations and even
of cable and more distantly-related subsidiaries; finally he may become an ex-
ecutive administrator within a conglomerate. The point is that a successful
manager knows how to get the right people to do the job well; and he has abil-
ity to select subordinates who themselves also know how to get yet other apt
people to do the job well. Thus the manager—despite changing work proce-
dures and factual data—is continually dealing with the same context: collabo-
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rating with people and motivating those who are competent while accurately as-
sessing them and their- work:#® This is the manager’s essential role in the
enterprise.

Directives. The manager’s role in the bi-relational process is to com-
municate the micro-intentionality directly, and indirectly the undergirding
macro-intentionality of the enterprise; through directives. The operative note
here is communicated intent thut has been selected from among the cluster of
intentions that constitute the policy and planning proces: of management and
which are not communicated similarly to all managees. The power of this bi-
relational process (as expressed by the V Theory of management) lies in the
directives’ being actualized. Therefore the closer the manager gets to express-
ing his intention perfectly in his directives, the greater the probability of its
being actualized. If a managee knows the directive in such a way that it is
translucent of the manager’s full intention—including the ‘‘why’’ of the direc-
tive—then the managee is thereby more capable of understanding and of fuily
actualizing that directive.

Actualizing. The word chosen for the V Theory formula is not.*‘cxecute’’
but “‘actualize’” because the former suggests a literal, one-for-one camying oul
of what is directed, where the direction (D) comes and the execution is pre-
cise.'' (That might be desirable in some instances, but it reflects the X Theory
authoritarian emphasis of mere subservience to management.) But the Y
Theory wouid support the term ‘‘actualize’* because that connotes more flexi-
bility for the managee to interpret and apply at the point of action not merely
the literal directive but even the micro-intentionality of the manager (and even
the fuller aspects of the macro-intentionality of the enterprise), thus allowing
the managee to participate in the total purposefulness of the manager’s direc-
tives. Of course it is the further role of the manager to determine means to
assess actualizing of his directives, to ensure (by correction or variant motiva-
tion or further guiding directives) a growing equation between his directives
(D) and managees’ actualizing (a).

Managee. Whereas the manager’s role in the dynamic relationship is the
directive one, on the correlative side of actualizing those directives is the
managee. To the extent that he does put them into action, he is then acting
precisely as managee of this given manager in a dynamic management rela-
tionship. To the extent that he is unable to actualize the directives because of
competence, attitude or the like, he is less a managee—whether in the specific
management phenomenon of a given directive, or in the cluster of directives
through time which constitute a continuing relationship in the manager-
managee roles. To the extent that D =a, we have an ideally efficient manage-
ment process and perfectly correlative roles of manager and managee. To the
extent that there is some discrepancy between D and a (directives and actualiza-
tion), there is less efficient or even less proper a relationship between the two.

It is that dynamic relationship between his directives and the managee’s
actualizing {so that D = a) about which the manager is primarily concerned—
not the details of that actualizing so much, but the relationship of the actualiz-
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ing to the directives and thus to the overall “*why?"’ of the micro- and macro-
intentionality in the management process. The manager’s role is to select the
managees who can best bring about this equation. And the manager’s further
responsibility is to plan, control and discern through feedback, testing and other
techniques to what extent there is a favorable equation between D and a, and
then to modify or correct elements (D, a, m) in the management process,
including replacing the managees with others who will better actualize manage-
ment’s directives. This is the essential role of management.

A theory of management must include, regardless of the particular con-
tent or concrete circumstances to which applied, the dynamic relationship (the
vectors of the V Theory) among people (M, m) and the directed collaborative
activity (D, a) of those people to produce the product or service (the micro- and
macro-intentionality of the enterprise). Thus the formulation of the V Theory of
management: V =(M—D) (a<-m).

We have here attempted to provide a definition of managing which in-
cludes the essential structural elements of that dynamic social phenomenon.
And we have suggested various sources by which a person can verify the major
propositions of the V Theory of management: linguistic analysis, etymology,
and semantics; McGregor’s ‘X’ and *‘Y"’ theories of managing; other special-
ists’ writings, commonsense meanings of executive-manager-supervisor; as
well as people’s own experience of what motivates them regarding their job and
the place of the job in their life.

The present book emphasizes this relationship of persons in action within
the common enterprise of a broadcasting company (Chapters 2 and 3), and then
explores more detailed applications of management knowledge and decision-
making to specific areas of broadcasting (Chapters 4 to 10). The book ap-
proaches the broad area of radio and television broadcasting from the viewpoint
of the manager rather than from the viewpoint of an expert in each of the areas
of programming, sales, engineering, regulation. The burden of comprehensive
knowledge of each of these specialized areas is placed neither on the authors of
this book nor on the managers about whom they are writing. In later chapters,
therefore, the primary emphasis will be on the broader, structural kinds of
knowledge that a manager should have in order to address the problems that
will arise in those areas, rather than focusing on the subordinate kind of de-
tailed knowledge that no manager with even a very fine memory could possibly
have at his recall in his daily duties even if he were competent in many of the
areas. Other books describe and analyze specific data and procedures involved
in operating broadcast stations. We emphasize management’s effective collabo-
ration with middle-managers or supervisors and their staffs. Management's
proper concern is how to get that total staff producing creatively while fulfilling
themselves as persons and professionals, and thereby achieving the purposes of
the enterprise. Thus the distinctions between network and station management,
or between local and group management, or independent and affiliate and
owned-&-operated management, or even radio and television management, are
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not that critical. To those areas of broadcasting can be applied the broader theo-
retical analysis embodied in the V Theory of management.

NOTES

Chapter 1

1. For a definitive history of broadcasting’s beginnings and historical development, see
Sydney W. Head, Broadcasting in America. 2nd ed. (Boston: Houghton Mifflin Co.. 1972),
Chapters s—11. For a readable and judgmental account, see the three volumes by Erik Barncuw,
published by the Oxford University Press in 1966, 1968, and 1970 respectively. The Tower of
Babel, The Golden Web, and The Image Empire. See also Lawrence W. Lichty and Malachi C.
Topping, American Broadcasting: A Source Book on the History of Radio and Television (N.Y.:
Hastings House, 1979).

The authors highly recommend that readers of this book on management familiarize them-
selves with Dr. Head's cutstanding survey of broadcasting in the United States. His lucid and
precise style, supported by painstaking documentation—inclading §3 figures and 35 tables—offers
the single best analysis of major patterns and structures in radio and television in America.

2. “*Summary of Broadcasting: According to the FCC, as of Oct. 31, 1973,"" Broadcast-
ing, Dec. 10, 1973: p. §7: see also *"Interpreting the FCC Rules & Regulations.'’ BM/E (Broadcast
Management/Engineering), April 1973, p. 12.

3. Source: FCC data reported for 1972, tabulated in “*Buyer's Guide'' section, Broadcasi-
ing Yearbook 1974 (Washington: Broadcasting Publications, Inc., 1974), pp. 19~23.

4. Unless noted otherwise, source of these statistical data was Ogilvy & Mather Inc.,
O & M Pocker Guide 1o Media, sth ed. (N.Y.: Ogilvy & Mather, Inc.. 1973), which compiled sta-
tistics from reputable sources in the broadcast industry and government.

5. Byron G. Wells, *"How 10 Start Your Own FM Station,”” Hi-Fi/Stereo Review, Septem-
ber, 1965.

6. American Research Bureau, Television U.S.A.: February/March 1975. An Arbitron Re-
port.

7. Among the 230 U.S. markets, 140 with the largest populations had three or more local
TV stations; one-third of the go remaining smaller markets had two local channels; some areas may
also have received distani signals from adjoining markets (in addition 10 supplementary service by
cable sysiems relaying TV programming from remote stations). 'O & M Pocket Guide 10 Media,”’
sth ed. (N.Y.: Ogilvy & Mather, Inc., 1973), p. 13.

8. Broadcasting, April 14, 1975, p. 56.

9. See Yale Roe. The Television Dilemma: Search for a Solution (N.Y.: Hastings House,
1962), pp. 28-29.

ga. In those 44 metro areas, 331 reporting stations lost a total of $6.420.074 *‘before fed-
eral taxes’"; although various-sized successful and unsuccessful stations competed in those markets,
the average total loss per market was $145.911, and the average loss per station was thus $19,396.
In 26 non-metro areas with three or more stations, 9o stations reported 1otal losses of $1,062,806,
or an average of $11.809 per station; some other stations that earned profits (before taxes) were still
not very lucrative: three stations in one market reported a total profit of $393: another three stations
elsewhere profited $174 among them; and yet three other stations reported a yearly combined profit
of $130. Where 1wo stations competed in each of 296 non-metro areas. they averaged profits of
$8,536 each. Stations with no competitor in 1,608 towns averaged $7,873 profit before Federal
taxes in 1971. Source: FCC data tabulated in Broadcasting Yearbook 1973. *‘Buyers’ Guide'” sec-
tion, pp. 20-24.

gb. ‘‘Daytimers Show Gains,”” Broadcasting. Aug. 21. 1972, p. 26, reporting a financial
study by the NAB.

gc. While the average profit (before federal taxes) of the 1§ network-owned (**0&0™") TV
stations was over $6 million each, and another 98 VHF stations profited more than $1 million each,

WWW . americanradiohistorv.com


www.americanradiohistory.com

24 BROADCAST MANAGEMENT

yet g4 TV stations in the U.S. profited less than $100,000 that year. And, of those 189 TV stations
that reported losses, 72 lost between $100,000 and $400,000 while another 36 stations lost more
than $400,000 each. Fourteen markets with three or more stations reported combined losses for
their stations totaling $4,084,000, or an average of more than a quarter of a million dollars in each
market; that means an average loss of almost $87,000 for each TV station. Source: data reported by
FCC and tabulated in Broadcasting, Aug. 21, 1g72; pp. 14-20.

10. Among many representative samples of criticism which note the positive service of
broadcasting coupled with its weaknesses are: Harry J. Skornia and Jack William Kitson (eds.),
Problems and Controversies in Television and Radio (Palo Alto, Calif.: Pacific Books, 1968); John
Pennybacker and Waldo W. Braden (eds.), Broadcasting and the Public Interest (New York: Ran-
dom House, 1969)—especially Part Two on Programming, for former Commissioners Kenneth A.
Cox and Lee Loevinger, W. H. Ferry, vice president of the Fund for the Republic and the Center
for the Study of Democratic Institutions, and David M. Blank, executive of the Columbia Broad-
casting System, Inc.; and Les Brown, Televiion: the Business Behind the Box (New York: Har-
court Brace Jovanovich, Inc., 1971), especially pp. 174-182.

11. Minow’s speech to the NAB convention (his first as FCC Chairman, appointed by Pres-
ident John F. Kennedy) might well be reread today, to compare with the criticism of more than a
decade later. Newton N. Minow, Equal Time: The Private Broadcaster and the Public Interest, ed.
by Lawrence Laurent (N.Y.: Atheneum, 1964), pp. 48-64.

12. For example, see Alexander Kendrick, Prime Time (pp. 25-29) for aspects of affiliates’
program interests vis-a-vis the networks and the issue of *‘public interest’’; Les Brown, Televi$ion:
the Business Behind the Box (pp. 199-203), notes the problems encountered in producing the docu-
mentary ‘‘Harvest of Shame,”” showing the dangers and pressures to station management in
presenting controversial topics.

13. Sol Taishoff, ‘*Penalty of Success,”’ Broadcasting. June 6, 1966, p. 102.

14. See Yale Roe, The Television Dilemma, pp. 146-148, for his proposed ‘‘Television
Manifesto,”” which itemizes the broadcasters’ various responsibilities to the government, the pub-
lic, and the owners and stockholders.

15. Gene Accas (Vice President, Leo Burnett Co.), **An Open Letter to the NAB's Future
President,’” Broadcasting, December 21, 1964, p. 18.

16. Roe, Television Dilemma, pp. 130-136. A former Federal Communications Commis-
sioner recounted various recommendations through ten years for some sort of national citizens’
committee to appraise the general performance of broadcast media; he listed ten activities for such a
commission to analyze, to evaluate and to make public their findings. This kind of solution at-
tempts to avoid the twin problem of industry favoritism and of governmental intrusion into free en-
terprise broadcasting. Of course there are strong ohjections to such efforts as unwarranted med-
dling; thus even these recommendations constituted part of the problem or ‘‘dilemma’ of
broadcasting. See Nicholas Johnson, How to Talk Back to Your Television Set (N.Y.: Litte,
Brown, 1970): paperback edition (N.Y.: Bantam, 1970}, pp. 175-183.

17. Communications Act of 1934, Section §309 (n, 2), Public Law 416, 73rd Congress,
June 19, 1934.

18. In 1963 an estimate was reported to the Federal Government that the public’s share of
capital investment in broadcasting was 96 per cent, the radio-TV industry’s was 4 per cent—a ratio
of more than 20 to 1 (source: Head, pp. 250-251, and n. 6, quoting testimony in government hear-
ings). A study of two decades (1946-1966) by the Rand Corporation showed that, for each dollar
spent on physical facilities by the television industry to send out programming, forty dollars were
spent by consumers for the equipment needed to receive those programs. Americans are estimated
to have spent $35 billion for TV sets. (WBAT-FM and The Network Project, ‘‘Feedback 2: The
Television Industry,” Performance No. 3 [July/August 1972], pp. 42—-43). Not included in these
estimates was the percentage of each consumer dollar spent on retail purchases which a company
devotes to advertising those products through television—a further *‘hidden tax’’ paid by the broad-
cast audience for commercially sponsored programming, according to some critics.

While the total investment in tangible broadcast property for television in 1969-70 was
slightly more than $1 billion, with the number of new stations and consequent newly-invested
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money fairly stabilized among UHF and VHF licenses, the costly television receiving sets in-
creased from about 65 million sets in 1965 to almost 80 million in 1968. Even averaging only $150
per set (with color sets far more expensive), that totals $12 billion in receiver sales alone, not
counting maintenance of sets or antenna mounts or electricity. If **who owns the airwaves'' is de-
termined by dollar investments, then the public clearly has major proprietary rights in those air-
waves.

Of course risk investment of costs to operate stations and provide program service must also
be taken into account; TV networks and stations profited $494 million on a depreciated investment
of $706 million in 1968 (source: Head, pp. 319-320, citing FCC data). Cash flow for 3 networks
and 690 stations in 1972: revenues amounted to $3,179,400,000 while expenses totaled
$2,627,300,000; total income before Federal income tax was $552,200,000 (source: FCC, 39th An-
nual Report [Washington: Government Printing Office, 1973], p. 223).

Yet, it must be noted that many individual stations do not make a profit. In fiscal 1972, more
than 14 per cent of VHF stations and 56 per cent of UHF stations reported losses: 14 VHFs and 20
UHFs averaged $150,000 losses, 13 VHFs and 18 UHFs averaged $300,000 losses, and 7 VHFs
and 22 UHFs each lost more than $400.000 (FCC, 39th Annual Report, p. 234). In 1972, almost
one out of five metropolitan radio markets reported *'total broadcast income'" for all stations as a
loss; and 15 per cent of non-metro markets with three or more radio stations reported overall
“loss’’ in their operations. The metro-market radio losses totaled $4,989,741, and the non-metro-
market losses totaled another $431,767. Those figures did not include non-metro areas of only one
or two stations whose losses, if any, were not made public. (Data derived from FCC, 39k Annual
Repori, pp. 260-266.)

See Chapter 7, '*Managing for Profit.”

18a. Former secretary of state Dean Rusk told the Georgia Radio-TV Institute at the Univer-
sity of Georgia in 1975 that “‘the people do not own the airwaves any more than they own the
North Star or gravity'": Broadcasting, Jan. 27, 1975, p. 30.

18b. William J. McLarney and William M. Berliner, Management Training, sth ed.
{Homewood, I1l.: Richard D. Irwin, Inc., 1970), p. 39I.

19. The operative word, **intended,’” is used by the Communications Act of 1934, Section
§3(0), to distinguish signal radiation of AM, FM and TV from other services such as citizens'’
band, amateur, maritime, mobile, etc.

20. See George R. Terry, Principles of Management, 4th ed. (Homewood, Ill.: Richard
D. Irwin, Inc., 1964), p. 14.

21. For an interesting etymological odyssey, the reader may wish to trace the development
of the word manage, especially in its Low Latin root manidiare. An attempt to discover an expla-
nation consistent with the evolution of this unattested form, though it clearly derives from the Latin
word manus (meaning hand), leads to a semantic sea only slightly less tortuous than that between
Scylla and Charybdis. Of the plethora of meanings for the word manage, the following selections
appear to be the more indicative: to handle, direct, govern, or control in action or use {a horse); to
succeed in accomplishing; to handle, wield, make use of (a weapon, tool, implement, etc.); to con-
trol and direct the affairs of (a household, institution, state, etc.); to operate upon, manipulate for a
purpose; to bring (a person) to consent to one’s wishes by artifice, flattery, or judicious suggestion
of motives. Cf.: Random House Dictionary of the English Language (Unabridged ed., 1967); A
New English Dictionary on Historical Principles, edited by Sir James Murray, Vol. VI, Part I M -
N (Oxford: Clarendon Press, 1908), pp. 104-5:. A. Emout and A. Maillet, Dictionaire Etymo-
logique de la Langue Latinae, Histoire des Mots (Paris: Librarie C. Klincksieck, 1949), PP
590-91; Alfred Hoare, An ltalian Dictionary, 2nd ed. (Cambridge: University Press, 1925), p. 363:
R. E. Latham, Revised Medieval Latin Word List (London: Oxford University Press, 1965), pp.
287-88; Charles Grandgent, From Latin to ltalian (Cambridge: Harvard University Press, 1940), p.
I10.

22. Alan C. Filley and Robert J. House, Managerial Process and Organizational Behavior
(Glenview, I11.: Scott, Foresman & Co., 1969), p. 391. See Chapter 2 below, for analysis of prin-
ciples of management.

22a. Termry, p. 6.
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23. J. W. Haynes and J. Massie, Managemen:: Analysis, Concepts and Cases (Englewood
Cliffs, N.J.: Prentice-Hall Inc., 1961), p. 3.

24. See Harcld Koontz, Principles of Management (N.Y.: McGraw-Hill Book Co., Inc.,
1959}, pp. 89—98.

25. Koontz, p. 99.

25a. Temry, pp. 18-23.

26. Douglas McGregor, The Human Side of Enterprise (N.Y.: McGraw-Hilt Book Co.,
1960). p. 18.

27. The early Christian community of people had nothing to do with institutionalized
money and buildings; it had everything to do with an authority structure that grew out of a people
united together under a God believed to be personal (in traditional Catholic belief, a God of triune
personhood).

28. Note that to the extent that top administrators are such, they are not managers (of peo-
ple). They may spend only a small percentage of their time guiding people {a management func-
tion), but almost all their time administering fiscal affairs, data research. planning, etc. Similarly,
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from purely management ones—insofar as a person is merely carrying out assigned duties. pre-
scribed tasks, policy guidebooks, assessing, and passing the word back up for directives about fur-
ther actions. he is then only supervising and not managing.

28a. Cf. McLarney and Berliner, pp. 672-677.

29. Douglas McGregor, The Human Side of Enterprise (N.Y.: McGraw-Hill Book Co.,
1960). p. vii; cf. pp. 6-7.

30. See McGregor, pp. 11, 31.

31. McGregor itemizes his six key assumptions in Theory Y, pp. 47-48: (1.) The expendi-
ture of physical and mental effort in work is as natural as play or rest. . . . (2.} External control
and the threat of punishment are not the only means for bringing about effort toward organizational
objectives. Man will exercise self-direction and self-control in the service of objectives to which he
is committed. (3.) Commitment o objectives is a function of the rewards associated with their
achievement. . . . (4.) The average human being learns, under proper conditions, not only to ac-
cept but 10 seek responsibility. . . . (5.) The capacity to exercise a relatively high degree of imagi-
nation, ingenuity and creativity in the solution of organizational problems is widely, not narrowly,
distributed in the population. (6.} Under the conditions of modern industrial life, the intellectual po-
tentialities of the average human being are only partially utilized.

32. McGregor, p. 38.

33. McGregor, p. 49.

34. McGregor, p. 132.

35. As the word ‘‘employee” relates to the word *‘employer,”’ so the word '‘managee’’
relates to the word ‘“*manager.”

36. The centrality of the dynamic verbal element, which gives content to the nouns pre-
cisely as subject of that verbal action or as object. is clear in the literary paradigm. This formula
and definition of **managing’’ was derived from the SVO Theory of communication of Terrance A.
Sweeney, S.J., first presented in May 1973, as part of his doctoral presentation for the Graduate
Theological Union, Berkeley, California. The SVO Theory is a detailed language paradigm that in-
vestigates philosophically the structure of cinema and kerygma as communication events. The
theory—so named because the foundations of its paradigm are Subject (S), Verb (V). Object
(O)—has wider implications and applications than filmic and kerygmatic communication events: it
presents an explanation of the structure of all human communication. (It should be noted that the
prefixes "*micro”” and ‘‘macro’ applied to the V Theory of management do not have the same
structural referents as do *‘micro’” and ‘*macro’” found in the SVO Theory of communication.)

37. George R. Terry, Principles of Management. 4th ed. (Homewood, liL.: Richard D. Irwin,
Inc., 1964). p. 174, diagrams the tripartite clusters of '‘wants’’ which management must attempt
to unify. (1) Owners want: the enterprise kept solvent and efficiently operated; a fair retum on their
invested capital; current information about the status and prospects of the enterprise; greatest possi-
bie efficient utilization of facilities; and long-range planning for stability and growth. (2) Employees
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want: protection and security from accidents, sickness, old age; steady employment; fair wages;
*‘completeness of daily living—satisfaction from their jobs, a feeling that they are making a con-
tribution’*; information about what is going on. (3) The public wants: goods and services available
at fair prices: greater usefulness by improvements in goods and services; ‘‘harmonious relations
among owners, employees. and managers™': and more fulfilling lifestyle provided by these goods
and services. All of these ‘“wants'’ are intentions, unified by management.

38. See Richard A. Johnson, Fremont E. Kast, and James E. Rosenweig, The Theory and
Management of Systems (New York: McGraw-Hill Book Co., Inc., 1967), p. 4.

39. Malcolm P. McNair cautioned against over-emphasis of human relations by business
and industry, resulting in executives' losing perspective about their primary responsibilities in
achieving results, especially if such emphasis was merely intended 10 develop skills in manipulating
people 1o achieve pragmatic goals. ‘‘Thinking Ahead: What Price Human Relations?'’ Harvard
Business Review, XXXV:2 (March—-April 1957). pp. 15-23; cited by McLamey and Berliner, Man-
agement Training: Cases and Principles. sth ed. (Homewood. lll.: Richard D. Irwin, Inc., 1970).
p. 405. The latter authors themselves also note on pp. §29-530 that a lower-management super-
visor can make good decisions about work and lead his people to successful performance if he has
adequate knowledge of details of that work; his own competence generates confidence which com-
municates to his people and engenders respect. On the other hand, George R. Terry, Principles of
Managemen:, 4th ed. (Homewood, 111.: Richard D. Irwin, 1964). p. 15, emphasizes that ‘*‘Manage-
ment, by its very nature, implies social and ethical considerations. In the final anaysis, the whole
being for most management exists for the betterment of human beings.™

40. Administration of a university reflects these necessary qualities of management: vice
presidents and deans do not themselves possess knowledge about the details of every course of
study in the institution, nor even about the precise manner of teaching by each faculty member. Yet
those administrators must oversee, appraise. plan and activate policies that affect the students and
faculty as well as the curricular structures and daily operation of the total enterprise. To the extent
that administrators themselves analyze and revise curriculum content and classroom methodology
without collaborating with the persons involved first-hand. those administrators are no longer man-
aging but actually mismanaging by assuming lesser (or at least different) non-administrative roles.
The same may be said for family-owned and operated factory, office, or broadcast company.

41. We do not use this term (actualize) in the same sense as Terry uses the term ‘‘actuat-
ing""—where he refers to the methods by which the manager puts a group into action (such as by
leadership, communication, instruction and discipline); Terry, p. §1. and Part V, **Actuating,”” pp.
463-587.
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{ ‘V’\ There is no business that so thoroughly punishes the amateur. In a
W \ business such as ours, where boys and girls become men and
Ej Q women rapidly, you have to have a lot more than heart. You have
r,-[;ﬂ to have that—plus responsibility, sensitivity, judgment and under-

standing.
—CHARLES BROWER, Chairman of the Board,
Batten, Barton, Durstine and Osborne, Inc.

THE V THEORY of managing outlined in Chapter 1 can be applied to manage-
ment generally, in the form of principles, and to broadcast management specifi-
cally by exemplifying those principles in the role of the station manager.

In mid-1972 a European Broadcasting Union conference analyzed ‘‘the
possibility of applying modern management techniques to cultural organizations
like radio and television.”” ! Their 41 reports studied personnel matters in
broadcasting, budgets, computers as a management tool, and the internal organi-
zation of broadcasting. They cited the increasingly complex structure of many
advanced management matters to equal the importance of engineering, pro-
gramming and legal problems.

Management responsibilities and skills are exercised throughout an orga-
nization. But executive or ‘‘top management’’ (e.g., heads of networks and
group-owned clusters of stations as well as licensee-owners of single stations,
and even vice-presidents and general managers) are concerned with the broad-
est goals of the total organization, the overall planning to achieve those goals,
and relationships of the organization with outside agencies in society (the com-
munity, industry and government). ‘‘Middle managers’’ report to those execu-

28

WWW . americanradiohistorv.com


www.americanradiohistory.com

Principles of Management and the Station Manager 29

tive superiors and are responsible for the detailed productivity and efficiency of
the people who make up the station staff and of the material and facilities with
which they work.?

In attempting to define the manager's role, various criteria might well be
used.

Who is a manager can be defined only by a man’s function and the con-
tribution he is expected to make. And the function which distinguishes the man-
ager above all others is his educational one. The one contribution he is uniquely
expected to make is to give others vision and ability to perform. lt is vision and
moral responsibility that, in the last analysis, define the manager.?

Some commentators on management, equating it with leadership, describe it as
getting the job done through other people: But managers at various levels of
most organizations are also occupied with tasks that they do themselves rather
than delegate to others who report to them. Those kinds of activity, however,
are non-managerial and are engaged in by default of available and competent
personnel or perhaps by the manager’s personal choice for the satisfaction he
derives from them.?

The manager is responsible for accomplishing the objectives planned by
company strategy (the ‘‘intentionality’” of the enterprise and its upper or top
management) by effectively directing the people and their equipment and mate-
rials, as well as by guiding the efficient use of time and procedures. All of this
relates back to the manager’s responsibility for the capital invested in the en-
terprise and for the further cash flow involved in the daily business of that com-
pany. The middle manager spends time planning, organizing, and coordinating
the work by other department heads who report to him and of those persons
who report directly to him. But he leaves to departmental heads the details of
accomplishing the plans that he has formulated and communicated to them. He
must. watch over costs and plan policies for his areas. And he must compile
these data, appraise them, and forward them to the top management either peri-
odically as reports or at least on occasion when unusual developments warrant.

Those descriptions of management’s role reflect somewhat the classic
theory of administration outlined by Henri Fayol.* His 14 principles emphasize
the structural components of an authoritarian-centered system of management:
division of work; authority and responsibility; disciplines; unity of command;
unity of direction; subordination of individual interests to the general interests;
remuneration of personnel; centralization; line authority; order equity; stability
of personnel tenure; initiative; esprit de corps.® In contrast, McGregor’'s Theory
Y and our own V. Theory of management look not to static structures imposed
on a laboring force but rather to dynamic collaborative relationships among all
personnel—executives, middle managers, staff and line workers.

While primary aspects of management include planning, staffing and con-
trolling, the V Theory emphasizes the central role of leadership in effective
management.® Management is an art more than a science precisely because
““much of the manager’s work is solving problems among people.”” These
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kinds of problems demand that the manager acquire not merely detailed knowl-
edge and experience of an enterprise’s operation but more especially skills of
social interaction. Those skills include supervisory methods in leadership, com-
munication, counseling, brainstorming and group dynamics, and use of staff
and delegation.” The manager's role is to motivate people so they can work for
the company's and manuagzement’s objectives. They can do this effectively only
if the manager understands their abilities and needs. And understanding them,
he must be skillful in communicating with them.

Management becomes even more of an art in the context of radio and
television because, beyond distinctive executive skills and ability in business
administration, the broadcast manager must be proficient in a field that is “‘&
unique blending of public utility, private business, and showmanship.’’ °

Few who listen to radio and view television programs know the station
managers. It is natural for people to identify stations by call letters, positions
on the dial or channel numbers, air personalities and programs. Few people not
engaged in broadcasting are aware that a station ‘‘image’’ is developed on the
basis of carefully planned policies that are determined and implemented by
management. The degree of public response to a station’s services is largely de-
termined by the ability, beliefs, attitudes, character, personality and philosophy
of the stution manager.

A position which carries such power and responsibility should require
certain qualifications. Its range of duties should be well defined. The motiva-
tions and gratifications of the assignment should be known. We should be able
to understand the position better by an analysis of the people who are managers
of stations.

QUALIFICATIONS OF STATION MANAGERS

Extensive experience in broadcasting seems to be accepted as one
prerequisite to executive status in the industry. Other factors, though, are not so
clear. Once, we might have said that station administration is for men, but
today there are many examples of highly successful women managers of sta-
tions. And minority persons are beginning to move into management-related
positions.

Because the manager’s role is to mativate others to work for management
objectives, his ability to deal with peoplé is critical to his success in managing.
His attitude towards those other persons on the staff is the key to giving them
purpose and guiding them in carrying out their duties. He must therefore have
some understanding of their abilities, their wants and feelings, and their behav-
ior patterns (including the causes behind various kinds of actions). And he must
be able to communicate with them effectively.® In order to accomplish their
managerial responsibilities, supervisors must possess (or grow into) qualities
that they must convey to those who report to them; Haimann lists. *‘direction,
enthusizsim, friendliness, affection, integrity, technical mastery, decisiveaess,
intelligence, teaching skill, and faith.’” *°
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From among many possible criteria, we isolated seven specific personal
characteristics and attitudes we feel vital to success in station management.
Even though these are subjective evaluations, we have checked our colleagues
who are successful managers in radio and television and find that they possess
the seven characteristics of leadership, intelligence, knowledge, judgment, per-
sonal integrity . sense of .responsibility, attitude toward.work, and show-
manship.

Leadership

Although there should be little argument over the premise that an effec-
tive manager should be a leader, there might be wide differences of opinion
about what human factors tend to produce station managers who provide lead-
ership. Leadership may be defined as a process by which a person exerts social
influence over members of a group in order to influence their behavior.'! Con-
sonant with the V Theory of management, Filley and House caution against
looking merely to the personal characteristics of the leader himself for a high
level of group effectiveness, because that effectiveness is a function of interac-
tion between the leader and the group and also between individual members of
the group. McGregor insists that leadership is a relationship among at least four
major variables that have been identified as constitutive of the phenomenon: (1)
the characteristics of the leader himself (as discussed below); (2) the attitudes
and needs and other personal characteristics of the followers (below, and in
Chapter 3 on personnel); (3) the characteristics of the organization, including
its purpose, structure, process and kinds of tasks (subsequent chapters); and (4)
the wider social, economic, and political milieu. Thus, McGregor concludes
that depending upon those several other factors, the personal characteristics
needed by a leader for effective performance may vary. ‘‘It means that leader-
ship is not a property of the individual, but a complex relationship among these
variables.”’ ' That relationship between the leader and the rest of his context
or situation is ‘‘essentially circular.”

Because this circular phenomenon is a process, it is subject to adjust-
ment, application and interpretation.'® Therefore, a characteristic of super-
visory leadership is flexibility—undergirded by the macro-intention of the en-
terprise which provides overall direction and coherence. A manager must retain
flexibility and creative decisiveness in the context of his understanding of the
larger purposes and policies of the organization, in order to achieve the overrid-
ing intention of the enterprise. Intermediate intentionality may have to be modi-
fied by the manager, at times by passing along some duties or not passing them
along to subordinates. There will be some decisions that the manager presents
to his associates (or ‘‘managees’’) for their reactions and advice. But there will
be other decisions that the manager makes without even consulting his subordi-
nates—depending upon his discernment of the balanced operation of the en-
terprise, taken as a totality. This suggests that there cannot be excessive partici-
pation in decision-making by —‘managees,”’ who must know that proper
flexibility may demand that their manager on occasion either override their rec-
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ommendations or anticipate by prior decision some deliberations that he might
otherwise have them share. The manager-‘‘managee’’ relationship can be kept
clear and effective as long as ‘‘managees’’ know the implications of flexibility
in management decision-making, and as long as the manager communicates
such actions after the fact so that they may know when something has been
done and as much of the reason for it as possible.’* Providing seemingly
‘‘managee’’-centered type of participatory planning and decision-making, but
then usurping it occasionally without any anticipation or explanation, will de-
stroy credibility and even the authenticity of this shared role in the enterprise.
There must be appropriate flexibility in management; but this flexibility must be
known and accounted for when it is exercised.

Leadership is successful when it is able to accomplish the company’s
planned objectives and at the same time allow employees to enjoy and fuifill
themselves. Sometimes the superior-subordinate relationship might be one of
social collaboration instead of command-over-people.'® Leadership functions
primarily through personality and administrative techniques. Personality-
oriented techniques emphasize social contexts and the attitudes and responses
of the individual person as person in order to achieve corporate work goals.
These techniques are effective in organizations of fewer than 50 people; beyond
that number the interrelationships are too many and complex for leadership to
be exercised adequately without administrative techniques.'® Those latter seek
to instill high morale by setting goals and then by assisting employees to
achieve those goals. This is particularly apt for the inner-directed person who is
goal-oriented and who derives satisfaction and value directly from his work and
from achieving those work-oriented goals. ‘‘His grasp of the job enables him to
initiate self-correction and to grow with his accomplishments.’” 7

Psychological factors are operative in a person’s effectively assuming the
role of management leadership. A person will strive to lead if at the same time
he can fulfill himself (just as a person will follow that leadership if it leads him
to self-fulfillment).'® Although a manager’s self-fulfillment within an organiza-
tion probably depends essentially on a ‘‘people-centered’” approach to leader-
ship,!? it derives also from freedom in the job, status, and directing subordi-
nates.2? Leadership may be desirable for a manager because it offers power, or
opportunity for growth in wisdom, or even respect and affection,?! or because
the person has a different approach or a ‘‘unique way of thinking about ad-
ministration,”’ 22 or because he experiences something of the role of a teacher
to his subordinates 22 by which he tries to communicate to others something
that he finds rewarding and in which he believes.2* In terms of problem solv-
ing, the manager must be able to motivate the group of people for whom he is
responsible so that he can gain their ‘‘emotional participation’” not only in the
total enterprise but in his specific directives.

The leadership role demands a high degree of confidence on the part of
the manager. Normally, his training and experience qualify him to meet many
unexpected problems. Essentially a realist and aware that some problems have
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to be settled without benefit of precedent, he is willing to stake his future on his
ability to face issues squarely. He develops the ability to thrive under pressure.

Motivation. The station manager should be sincerely interested in the
welfare of the people who work at his station and people who live in his com-
munity. If he has a genuine regard for people plus an understanding of human
motivations and aspirations, he can be influential in leading them toward posi-
tive growth. The extent of his concern for personal development of staff em-
ployees will characterize his success or failure as a leader. While the successful
manager develops skill in correcting the mistakes of others, he is equally adept
at showing his appreciation for good work. Employees appreciate his interest in
their personal growth and development.

People expect certain advantages or satisfactions from their work in an
organization. McLamney and Berliner note that surveys of what people want
from those jobs can be translated into what they expect their supervisors to be
concerned with on their behalf:

Respect for their personal dignity and worth. Concern for their success on
the job. their safety and health. Acceptance of their limitations and appreciation
of their abilities. Understanding of their needs for security. fair play. approval.
belonging. importance and recognition. Willingness to listen to them. to try to un-
derstand them. to spare them from unnecessary unpleasantness and worry.?®

The manager’s attitude affects the employees’ self-image and ability to be
pleased with their work; the manager. to foster this unpressured yet productive
relationship, might deemphasize his role as commanding or directing subordi-
nates and should promote a relationship of social collaboration among people.?®
This he should do in spite of the fact that the manager will sometimes have to
communicate with and motivate individual persons who may be simply bored
or frustrated, anxious, dissatisfied or even maladjusted.?” This is particularly
true for broadcasters. many of whom can be designated * ‘professionals’’ by vir-
tue of their awareness of, and ability to contribute to, the social and legal and
economic sectors of society. For example, newsmen are concerned with such
issues as journalistic privilege and applications of the First Amendment to press
freedoms; and their associations promote professional standards for reporting
news events. Similarly, salesmen and on-air talent such as announcers and disc
jockeys participate in national and regional organizations that establish guide-
lines for proper and effective activity in their respective fields. Publications
report their activities; and schools of broadcasting and college departments
offer formal courses of study in these areas. Thus, to the extent that these char-
acteristics of the ‘‘professional’” apply to members of a station staff, the man-
ager will have a somewhat different relationship with them from the one that he
has with more ordinary staff-line or rank-and-file personnel drawing paychecks
for five-day work-weeks. Because the professional-oriented staff members
often follow schedules suited to the station’s larger needs (rather than 9-to-5
routine) and because they tend to exercise socially responsible roles in addition
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to their salary-producing job with the station, the manager may find it appropri-
ate to treat them as ‘‘semi-peers.”’ Further, a manager who really knows his
‘‘managees’ ’’ qualities and expertise and responsiveness to motivation will, in
the instance of professional persons, delegate to them responsibilities (and ac-
countability) proportioned to their knowledge. To repeat in this context: the
manager must exercise leadership by finding ways to motivate ‘‘managees,’’ so
that they can fulfill themselves while also fulfilling the macro-intention of the
whole enterprise. This merely restates that there is no average man and that the
individual tends to rise to the level that challenges his full capabilities.?®

The manager needs to have either a high degree of creativity or a fine
sensitivity to creative efforts. Otherwise, it would be difficult for him to furnish
the interest and inspiration which are needed by the many creative people who
work in radio and television. Regular challenges should be made to these peo-
ple if they are to do their best work. In short, the manager must stress building
and maintaining excellent staff morale. Somehow, he causes each person on his
staff to feel that his work is vitally important to the success of the station. He is
pleased when this feeling exists even among custodial employees.

Delegation. Closely linked to motivation, as central factors in effective
management, are delegating and communicating among ‘‘managees.’’ Al-
though the subheadings below of intelligence and judgment (and the later sec-
tion on management structures) involve the role of delegating, this character-
istic is central to leadership because it affects the level of creativity in a staff
that includes professionally-oriented persons. This is particularly apparent when
we consider McLarney and Berliner’s enumeration of what the manager wants
his leadership of ‘*managees’’ to achieve.

Willing, sustained, and high-level job performance.

Readiness to accept change.

Acceptance of responsibility.

Involvement of people so they will use their brains, abilities, initiative and
ideas.

Improvement in problem solving, in cooperation, and morale.

Development of people to be self-starting and self-controlling.

7. Reduction of turnover, absences, grievances, tardiness and waste.??

R eE

o

It is in this area of delegation, or decentralization, that the V Theory of
management offers descriptive criteria. The more a manager deals exclusively
with other people (‘‘managees,’” or at least peer-level colleagues in his own
company or in other companies), rather than with informational data and spe-
cific procedures, the better he is managing. The less he is dealing with people
and instead is dealing with material things and procedures, the less he is acting
as a manager and the more he is performing functions of a staff member.

The obvious conflict arises, which Dr. Laurence J. Peter identifies as
*“the Peter Principle,”” when a person who is competent and effective in an area
is promoted to greater responsibilities.?*2 His competence in the higher position
warrants a further promotion. The moves continue until he reaches a position
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where he does not function effectively; then he is no more promoted, but left to
malfunction in this area of his incompetence. But even along the way—
optimistically assuming that he never reaches that plateau of ineffectiveness—
he successively learns each job well and adds that experience to his previous
competence. Thus he gains considerable ability in the several areas over which
he manages. Yet if he reverts to his earlier positions and gets involved in those
details himself, he is forsaking his larger role as manager and is doing other
people's jobs. This underscores the repeated theme: managing is not doing the
job itself, but it is guiding, motivating and directing other people to do those
jobs.

This is particularly clear in broadcasting. Often a sales manager sub-
sequently becomes broadcast station manager where he oversees not only sales
(in which he is experienced) but also programming (where he may have some
lateral knowledge) and administration (where he may have some related experi-
ence) and engineering (where he may have no background whatever).

In terms of the V Theory of management (and the underlying SVO
Theory of communication), the manager’s key role is to interpret the en-
terprise’s intentionality (its purpose, policies, procedures) through directives to
the ‘*managees,”” who can then exercise appropriately creative responsibility in
actualizing those directives, in the light of the understood macro-intentionality
of the company. This means that the manager does not want subordinates to
come to him for decisions, but rather with decisions which they have already
made. Thus the ‘‘managees.’”’ who were ‘‘objects’” (O) in the SVO paradigm
become themselves *‘subjects’’ (S) in initiating activity. As long as they under-
stand the larger *‘why'’ (micro-intentionality of directives by managers), they
can exercise responsible initiative and provide creative input, by participating
in the rationale and philosophy of the company. Often, too, they are in a better
position to exercise concrete judgment about true efficiency in carrying out spe-
cific directives. Because delegated responsibility includes accountability in ac-
tualizing and even interpreting decisions of management, that delegation in-
volves true risk. And true risk permits true creativity! (Risk means that there 18
a genuine chance of mistake, error, or failure—which affect both the manager
and the ‘‘managee.”’) The manager must accept this context of real risk; if
there is no possibility of mistake then he has overly routinized things, and no
genuine creativity can be exercised.?®

We must note that this discussion opens the door to considerable latitude
of interpretation in ‘‘managees’ ** actualizing directives from managers. But
this is precisely the genius of Theory Y (McGregor) and of the V Theory of
management: human beings collaborate in a common enterprise. There is not a
“‘dictatorship of meaning’’—assigning actions that must be performed in one
exclusive and unique way—which is imposed univocally on all actions and
directives by management. Personal initiative, in the context of informed com-
mitment to the company’s purposes, is supported and encouraged. McGregor
again and again stresses the need for this higher “*unity of purpose’” (macro-
and micro-intentionality) instead of that older factor ascribed to management
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organization dynamics, the ‘‘unity of command,’” where each person is respon-
sible to one and only one boss for his action.

The inadequacy of the conventional principles of unity of command and of
equality of authority and responsibility . . . must be recognized. Not only are
these principles unrealistic in the modern industrial corporation. they are the
source of many of the difficulties we are trying to correct. They are logically nec-
essary within the context of Theory X, but flatly contradictory to Theory Y.3!

This effective and perhaps bold, but reasonable, form of delegating is essential
for a creative, productive, person-fulfilling enterprise. Theodore Roosevelt ap-
praised proper management leadership in delegating when he noted that ‘‘the
best executive is the one who has enough sense to pick good men to do what he
wants done. and self-restraint enough to keep from meddling with them while
they do it.”” 32

Communication. Closely tied in with delegation of responsibility. because
it depends on a shared vision or commitment to the enterprise’s intentionality,
is communication. Managers must clearly communicate the degree of freedom
and its boundaries in implementing or adapting directives. A wide scope for
freedom and interpretation, yet with clearly stated boundaries, will yield the
highest quality of creative, productive collaboration by ‘‘managees.’”’ 3% Re-
sults become increasingly unsatisfactory as the area of freedom is lessened and
the boundaries are defined vaguely. A ‘‘managee’’ can be responsive to a man-
ager’s directives:

(1) when he understands the communication;

(2) when he believes it to be consistent with the purposes of the organization;
(3) when it is compatible with his interests as an employee; and

(4) when he is mentally and physically able to to comply with it.?4

Various forms of communication in a company are described in Chapter
3. Here it might be useful to note merely that meetings and conferences provide
few benefits to management if the ‘‘managee’’ participants perceive that the
manager’s motive is primarily to win over the group to his position or to ma-
nipulate their attitudes, even if he does not indicate specifically what they
should think or decide. ‘‘Managees’’ will be aware of whether the sessions are
for open discussion of ideas or merely to confirm the manager’s judgments and
to communicate them orally to the staff.3?

While effective communication is an important element of leadership, it
includes more than being highly articulate in both written and spoken com-
munication, having the ability to say “‘yes’” or ‘*no with firmness, and knowing
how to ask the right questions at the right times. 1t also includes the skill (and
virtue) of being able to listen and to attempt to understand the other person’s
statements, meanings, and implied attitudes. Effective listening by both man-
ager and ‘‘managee’’ is critical for creative collaboration, because mutual com-
munication is the instrument by which motivation is generated.3¢ Guidelines for
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better communicating, and for making possible new ideas and insights shared
between management and staff, include: avoid making value judgments, listen
to the full story, recognize feelings and emotions, restate the other’s position to
clarify your understanding of it, and question with care.®” Effective listening
includes attending to the main thought or idea, noting verbal and also non-ver-
bal communication, and summarizing what you think the speaker has just
said.®® Rapid and honest communication through conversation, through meet-
ings and through formalized procedures such as memos, bulletin boards or
house organ, will dispel haphazard informal communicating through the
*‘grapevine’’ of gossip and rumor which undermines ‘ ‘managees’ ’’ confidence in
management.

Finally, as a leader, the manager does not confine his activities to his sta-
tion. He seeks out further responsibilities in his community and in various pro-
fessional associations. Not content to assume a passive role, he volunteers for
active service on committees, runs for office, and makes speeches at local,
regional and national meetings. His fellow broadcasters recognize him as a
leader in his industry and he has a similar image as a leader in his community.
Winick discovered a much higher participation in community activities by tele-
vision managers than by other business leaders.®® The evidence suggests that
their high degree of activity in civic and charitable organizations is motivated,
at least in part, by strong inclinations for contacts with a wide variety of peo-
ple.

Leadership is the keystone of effective management. Other characteristics
reflect this quality or are constitutive of it.

Intelligence and Knowledge

1t should be obvious that the intelligence of the manager should be well
above average. Whether a superior 1.Q. would be of any particular advantage
to the manager is another question. Apparently, on the basis of the opinions of
various authorities in the field of management, success may be achieved in the
managerial position with an intelligence which is less than superior but consid-
erably above the norm. (In the mid-196os, Winick found that three-fourths of
television station managers had been to college and one-sixth had done post-
graduate work.)

The manager of a radio or television station is expected to have a consid-
erable amount of knowledge concerning the specialized nature of the broadcast-
ing industry, of his own station, its market and its people. To the degree that
his intelligence enables him to acquire knowledge faster, retain it longer and
apply it effectively to the various new and continuing problems of broadcast-
ing, we may safely conclude that his intellectual endowments are vital to his
success as a manager in broadcasting.

In order to keep abreast of all the changes which occur regularly in the
broadcasting industry, the manager must read extensively. He needs to read the
important trade publications, as well as many periodicals and books in the field
of business and other more general magazines and newspapers. Time might be
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saved if digests of important publications were prepared for him by some
knowledgeable member of his staff; this is feasible in large stations. But
digests of information have been poor substitutes for the reading of original
sources by the executive himself. Analyses of the materials are as important as
the reading; this is a time-consuming activity but it is essential. Winick’s sur-
vey reported that 88 per cent of TV station managers read magazines about cur-
rent events; only one-third read business magazines; and one-third read *‘intel-
lectual’’ magazines such as Scientific American. Bernard Gallagher reported in
1971 that almost nine out of ten radio station managers read Broadcasting mag-
azine weekly, one-third read Wall Street Journal regularly; one in five read
Business Week (Time, Newsweek and U.S. News & World Report were not
listed). Of several major trade magazines, in media and sales, Television/
Radio Age ranked a distant second after Broadcasting; 8 per cent read Variety
regularly.*® Among small-market radio managers, Bohn and Clark cited Broad-
casting as the most read magazine, the Wall Street Journal as the *‘top newspa-
per choice.”

Not only are there changes in the business world, in entertainment forms,
in governmental regulation, and in radio and television broadcasting; there is
continued acceleration in the rate of change which the manager must keep
abreast of to remain competitive and to be truly a leader within his company
and among his colleagues. The publisher of Television/Radio Age reflected on
this enormous challenge to the manager, noting that ‘‘we can safely say that
there will be more changes in every facet of this business in the next five years
than there have been in the past two decades.”’ The manager must increasingly
become expert in a broad range of duties and responsibilities:

The scope of the station manager's responsibilities has been greatly wid-
ened in the past few years. In addition to knowing first-hand operations. sales and
programming, he is more involved with community action groups and in dealing
with organized minorities and consumer interests. He is also walking the delicate
line between these groups and ‘‘Big Brother,"" in the form of the Federal Com-
munications Commission. [t becomes pretty apparent that the pioneer-type who
really built this business has been ‘‘out-flanked.’’ On the other hand, the accoun-
tant-type who watches only the bottom line has a too-narrow perspective to do the
complete job. Profitability is the most important aspect of the station manager's
job. However, if he does not concern himself with other facets of station opera-
tions, he will find himself knee-deep in some monumental problems. There is an
old adage that the station that serves best sells best. Some cynics in this busi-
ness—and there are far too many—may challenge this premise, but the fact
remains a station’s image is an important asset. A well managed station with a
manager who is concerned with all aspects of his responsibilities can be both
highly respected and extremely profitable.

But what about the future? What direct effect will cable have on the broad-
cast business? What will satellite reception mean to broadcasters? Will domestic
satellites mean the entry of one, possibly two additional television networks? Will
the network structure change with the networks eventually selling programming to
affiliates? What about the future of the rep business? *!
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While the constant study of changes within the broadcasting industry is in
itself a giant assignment, the manager is also compelled to expand his knowl-
edge of his own station. Most station managers are well acquainted with either
sales or programming or engineering. Few, if any, are personally experienced
in more than one of those operations. Yet, the manager must be prepared to
discuss each department intelligently. analyze the operations and practices of
each, and provide them with continuing challenges. 1t is he who must establish
effective working relationships among the three departments.

Aspirants to management positions would be well advised to acquire con-
siderable knowledge about all aspects of station operations early in their careers
when they are primarily involved with only one station activity.

The manager is further obligated to acquire a wealth of knowledge about
his market and to use his intellectual capacities to make shrewd analyses of the
business potential of the market and of the interests and the needs of the people
in the station’s coverage area. It is obvious that a complete knowledge of re-
tailing strategies and problems is necessary, as is a specialized understanding of
the role of advertising in the business economy.

When a man becomes manager of a station, he enters a new working
world with a new set of requirements and demands. He finds much to learn
about the whole field of broadcasting which he did not find necessary in his
previous communications positions. He develops new curiosity about the audi-
ence that his station serves and he becomes aware of research methods and
research organizations. Laws and Federal regulations become highly important
in his new environment. The many allied fields of the advertising agencies, sta-
tion representatives, trade associations, unions, film and transcription compa-
nies, music-licensing companies, and wire services take on new meanings. He
reads the trade publications with greater purpose. He comes to realize the need
for more complete knowledge concerning new broadcasting equipment and he
develops a greater understanding of and respect for the show-business atmo-
sphere of programming and of talent.

The alert manager notices the pronouncements of the critics of broadcast-
ing more than he did formerly. He finds himself examining the broadcasting
Codes and the merits of Code membership for his station. He becomes public-
relations conscious and he reassesses his own station’s facilities for publicity,
promotion and merchandising. He becomes well versed in the problems and the
achievements of all mass media and of all forms of show business. He becomes
active in efforts to improve his community. He studies ways to achieve greater
efficiencies in budgeting and he learns to be fascinated by the financial affairs
of the station.*? His mind, stretched by all of this new knowledge and experi-
ence, can never return to what it once was.

The manager who has a liberal education or background and who main-
tains a true intellectual curiosity should be able to converse intelligently on al-
most any subject. His wide range of interests should make him a popular and a
stimulating guest at those social events which are important to his professional
career.
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Judgment

Every executive is required to make decisions regularly. In broadcasting,
countless problems arise which have few, if any, precedents. Often, they must
be solved in a matter of minutes. In this industry, much is regulated by the
clock, and the chief commodity for sale is time itself.

Mature judgment is needed to make decisions in broadcasting. Such ma-
turity usually is a product of wide experience and comprehensive knowledge.
Some people are capable of intuitive reasoning but the decision must be right
most of the time. In this game, a **.500 batting average™ is not good enough!

1t would be easy to manage a radio or a television station by imitating the
policies and practices of successful managers of other stations. This sort of
management hardly appeals, however, to the man who places a high premium
on his ability to think for himself. Take away the need for the use of wisdom
and the management position loses all of its attractiveness for the man who
regards decision-making as a personal challenge.

When decisions need to be made on long-range problems, the most effec-
tive managers know how to define those problems, how to gather all of the im-
portant facts, how to determine all possible solutions, how to arrive at decisions,
and how to implement those decisions in a manner which gets employee sup-
port. Good managers will not settle for insufficient evidence nor will they be
influenced by unimportant or trivial data.*?

The effectiveness of long-range thinking may depend upon how much
time the executive has available for uninterrupted reflection. Any manager
would be wise if he were to block out periods of time when he could think
about major issues.

A useful summary of judgmental skills needed for management includes:

Having the ability to develop goals and objectives.

Being able to build a plan to implement these goals interrelating them with others.

Capable of effective communications, especially with people but also written
and formal presentations.

Able to resolve or balance conflicts between work, interests and people.

Good at problem-solving in all its phases, with work processes and people prob-
lems.

Balanced decision-making, carefully weighing the important elements and gen-
erally using good judgment.

Able to determine priorities with flexibility, to change as needed, and stick with
them when necessary.*!

Personal Integrity

The station manager must be a man of strong character. His position is in
the ‘*spotlight’” and he can influence his station personnel and the people who
live in the community. He is obligated, by the nature of his position, to com-
mand respect.

The manager should be a person whose sensitivity to deeper values re-
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flects depth of character and humility. People should be able to look to him for
strength; and they should be able to experience that the longer they know him,
the stronger they find him to be.

An even temper and the ability to control extremes of emotion are distinct
assets for the manager. When successes come his way or when he suffers re-
verses, he needs to be able to react with an outward appearance of stability. A
sense of humor can provide a necessary balance for many problems encoun-
tered. Often, tensions can be relieved in other people if humor is used advan-
tageously. Successful executives seem to be able to develop a remarkable facil-
ity for laughing at themselves and for being amused at their own mistakes.
Amused, but not too self-forgiving, either.

“*Integrity’’ means ‘‘wholeness’’—a balanced composite of sensitivities
and values based on insight and experience, which supports principled convic-
tions about oneself and about one's fellow human beings. This sense of ethics
or morality may derive from institutional religious commitment or from a self-
understanding of man’s respect for and responsibility to fellow men under God,
in order to help others in society develop fully as individual persons. Such in-
tegrity goes far beyond mere personal piety or scattered efforts at ‘‘good
works'’; it is the fabric of a man’s life.*®

The keynote of an ethical sense and a healthy morality is freedom—
freedom to innovate, freedom to select from among real alternatives, freedom
to counter the prevailing climate of value-structures; Haselden concludes that
this freedom *‘is the habitat of authentic morality.”’ *¢ Otherwise, these alterna-
tives may eventually be provided by other sources. For example, alternative
concepts in content, form and scheduling could come to be supplied by default
by cable TV and pay television and by videocassette distribution, if the com-
mercial broadcasters (owners-licensees, stockholders, managers, staffs) and the
advertising agencies and their clients restrictively stereotype programming pat-
terns for a broad level of mass audiences.

William Lynch appeals for synergistic collaboration among what he refers
to as sources of ‘‘intelligence and imagination . . . maturity, competence and
common sense.”’ *? These sources he identifies as the authentic artist and
writer, creative theologians and the creative mind in general, critics, and educa-
tors—all of whom are *‘concerned with the life and the images of the people,”’
plus the full reality of human nature itself which ‘‘can respond to the presence
of beauty and style if only given a chance.’” *® Just as Rivers and Schramm ex-
coriate the preponderance of merely ‘‘kitsch’’ or mass culture as the popular
standard of American media,*? Lynch notes four major areas of problems in
media; especially in the sector of artistic creativity.-These problem-areas chal-
lenge the broadcast manager of substantive integrity who must ultimately an-
swer to society for the role that his station plays in his human community’s
daily living.

1. The failure, on a large scale, of these media to differentiate between
fantasy and reality; the result is a weakening, throughout the nation’s audiences,
of the power to differentiate between these two things.
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2. The weakening and fiattening out of the area of feeling and sensibility
in the public consciousness.

3. The extent to which freedom of imagination is being restricted, not by
the moralist or the censor, but by the purveyors of all the techniques for the fixa-
tion of the imagination.

4. The ‘‘magnificent imagination’’: the spectacular projection of the dream
on the screens of the movies and TV, in which all the true lines of our human re-
ality are lost.®°

Every person of integrity, including the broadcast manager, should be con-
cerned with the problem of preserving and helping to create (rather than pro-
testing against) freedom of imagination in mass media.®’ Integrity raises a
challenge against imitating repeated presentations of merely one or other partial
aspect of the human condition (violence, physical relations, war, unfairness,
glib banter, superficial sense pleasure, etc.). Integrity supports the attempt to
portray more of the fullness of reality all around us; in entertainment programs
and also in the range of cultural and informational programs, incuding news,
documentaries and public affairs. What Lynch calls the ‘‘mass media diseases’’
of fantasy, flatness, fixation, and empty pretentious magnificence affect ‘‘the
condition of human sensibility in our civilization.”” 52 Against this mediocrity
of craftsmanship with routinely-fixed technique and stereotypical image-and-
sound clichés, broadcast leaders of integrity must continue to strive to support
media creativity that ‘‘knows how to move us from insight to insight.”’ 53

Although no single broadcast manager can hope by himself to correct all
media weaknesses or to change major aspects of media content and practices,
each manager might well exercise personal integrity of judgment by reflecting
on the potential of mass media in today’s world. International churches, as well
as secular professional organizations, have noted what has been referred to as
‘‘the centrality of the communications vocation in modern society’’:

The newsman, the broadcaster, the playwright, the film maker cannot be
considered—or consider themselves—merely as entertainers or technicians. As
much as anyone in contemporary society, they form the world-view of modern
man. They convey information and ideas that are essential to the functioning of
society; even more important, they help to shape the very ethos of the world in
which we live. Theirs is, then, a calling of high honor—of heavy responsibility.

Communicators in our country have generally met this responsibility with a
conscientiousness and dedication which does them deep credit. In some areas,
however, there are problems.**

Although any change in mass communication involves a long process, change
must come about in people before it can affect the larger system.®® Profes-
sionalism, individual as well as institutional, contributes to the ethical integrity
of media through its managers.

In the practical terms of day-to-day operations, the private conscience and
sense of responsibility of the individual worker—writer, salesman, air personal-
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ity, control operator, editor—govern what goes out over the air. The multitude of
their small decisions determines the actual quality of the broadcast service. Legal
regulation and institutionalized self-regulation can govern only a small proportion
of these decisions; most remain personal.>®

While Rivers and Schramm note that ‘‘except in a few cases, the practitioners
of mass communication are employees, and thus the ultimate responsibility for
their work and the quality of their service rests on their employers,”’ they stress
the individual sense of responsibility instead of the corporate sense, looking to
the communicator’s responsibility ‘‘as a public servant and as a professional,
quite apart from his obligations to the business that employs him."" »7 Profes-
sionalism is founded on each broadcaster’s sense of personal ethic. In Head’s
phrasing, professionalism implies ‘‘the voluntary adoption of high standards of
ethical personal conduct in the pursuit of an occupation fraught with social re-
sponsibility.’’ 58

Sense of Responsibility

Closely linked with the manager’s personal integrity is his attitude toward
his various responsibilities. He cannot avoid an awareness of his many obliga-
tions to the owners of the station, to the station employees and to the public.
There are almost constant reminders that he, and he alone, is accountable for
the many decisions which have to be made in their interests.

The most effective managers do not permit material considerations to
dominate their existence. While they are fully aware of the importance of
profits, they also recognize values which are as important to their success as the
accumulation of dollars. This is one reason why they become active in groups
which work for the improvement of conditions in their communities. They are
aware that such activity usually results in material benefits for the station, but
only if they are sincere and effective in their interest and participation.

‘‘Responsibility’’ suggests a broadcast manager’s ability to respond to the
enormous social challenge and ethical burden of overseeing these media of
mass communication. This responsibility was appraised by a world-wide
church:

The channels of social communication. even though they are addressed to
individuals. reach and affect the whole of society. They inform a vast public
about what goes on in the world and about contemporary attitudes and they do it
swiftly. That is why they are indispensable to the smooth functioning of modern
society, with its complex and ever changing needs. and the continual and often
close consultation that it involves. This exactly coincides with the Christian con-
ception of how men should live together.

These technical advances have the higher purpose of bringing men into
closer contact with one another. By passing on knowledge of their common fears
and hopes they help men to resolve them.

These means. in fact, serve to build new relationships and to fashion a new
language which permits men to know themselves better and to understand one

WWW. americanradiohistorv.com


www.americanradiohistory.com

44 BROADCAST MANAGEMENT

another more easily. By this, men are led to a mutual understanding and shared
ambition. And this. in turn. inclines them to justice and peace, to good will and
active charity, to mutual help. to love and, in the end, to communication. The
tools of communication. then. provide some of the most effective means for the
cultivation of that charity among men which is at once the cause and the expres-
sion of fellowship.

All men of good will, then, are impelled to work together to ensure that the
media of communication do in fact contribute to that pursuit of truth and the
speeding up of progress. . . .which is the brotherhood of man under the father-
hood of God.>"

Rivers and Schramm describe the multiple role of mass communications
in contemporary society as helping us: to anticipate and be forwamed about
approaching events and their patterns (in the arts as well as public affairs); to
correlate our responses to coming challenges and opportunities; to reach con-
sensus on social action; to transmit our culture; to entertain us; and to sell
goods and services.5® Thus the responsibility of the broadcaster involves him in
value-judgments about people, about society at large and events within it, and
about the content of media presentations. Beyond the specifically legal guide-
lines (described in Chapter g), the ethical sense of the broadcast manager can
help assure that radio and television programming reflects the community’s
pluralistic population (including minorities) and views (thus the need for impar-
tiality and fairness, for accuracy and reliability in presenting news and other
local programming).®! Internal station guidelines can be coupled with profes-
sional associations’ self-regulatory codes (as the NAB's), as means by which to
exercise responsibility in the many matters that involve hard and patient man-
agement decision-making—including problems of access, fair and unfair criti-
cism, pressure groups, and less direct pressures by large businesses and govern-
ment (all of which touch upon program decisions, staff, news coverage,
editorials, and business practices generally, including sales).’* A manager’s
sense of the tastes, cultural level, needs and aspirations of his community con-
tributes to his appraisal of his station’s proper balance of service.%3 These kinds
of concerns, expressed in responsible supervision of his station’s policies and
practices for programming, at the same time will serve well the manager’s legal
obligations on behalf of the owner-licensee for the ‘‘public interest, conve-
nience and necessity.”’

Attitude Toward Work

Some people—including, unfortunately, some station employees—
visualize the manager’s assignment as an easy one. They seldom see him when
he is at the station, and he arrives and leaves at irregular hours. Usually, his of-
fice is carpeted and well furnished, sometimes luxuriously. He enjoys personal
and social amenities. His secretary often seems to be in command of the station
while he plays golf or goes out of town. Daily on-the-air operations do not
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require his direct involvement. On the surface, it would appear that he devotes
a minimal amount of time to his work and a maximum amount of time to some-
thing like leisure.

Most station managers do have ‘‘fun,’”’ but a large share of their en-
Joyment comes from problem-solving and decision-making. They work longer
hours than their employees and they carry work with them when they go home
at night or leave on business trips. The high degree of informality which exists
in radio and television stations can be deceiving. A television monitor or a
radio receiving set in the manager’s office means work rather than recreation.
Pressures from stockholders, owners, station personnel, the audience, govern-
ment and the critics are so constant and the changes in the industry are so regu-
lar that the manager becomes preoccupied with thoughts of his station and its
problems during most of his waking hours.

Former Federal Communications Commissioner Robert Wells asked
broadcast educators to put these questions to their college students majoring in
radio and television:

Do you like to work peculiar hours? Do you enjoy being in the public eye
and being criticized with some regularity—not just by your boss or fellow work-
ers, but by every citizen in town? Do you enjoy holding a position which brings
with it great responsibility? Can you wonder on some days whether anybody ap-
preciates anything you do without getting upset? 84

Because of the social, economic, and political importance of broadcast media,
he noted that those who go into broadcasting forsake the comfortable category
of “‘ordinary citizen’’ and assume responsibilities far greater than in most ca-
reers. He cautioned:

If they don’t feel some sort of dedication, they probably are in the wrong
business. The job will become more and more demanding. That is the history of
broadcasting in the 50 years since its inception. But the very fact that broadcasters
have continued to accept these responsibilities and to improve their techniques
and service has made them vulnerable to criticism, because people expect more
and more and the pressures mount. There is no indication that this will change.

To manage a broadcasting station is a privilege which is afforded few
men and, as we have noted, there are many responsibilities which go with that
privilege. The *‘strong’ manager not only accepts these duties, but he expects
them and goes out of his way to create them when they are not present. He
knows that his success is dependent upon constant progress. He knows, too,
that the easy assignment can be assumed by any number of people.

A general public impression of broadcasting is that it is a ‘‘glamour’’
business. Yet, any description of the manager’s position could hardly include
the term ‘‘glamorous.’’ His job is basically hard work. It is, in effect, a way of
life that has to be lived most of the time. That is the way he wants it!
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Showmanship

Coupled with creativity (described above with *‘integrity’’), the element
of showmanship is perhaps more important to a manager of a radio or a televi-
sion station than it is to managers of most other kinds of business. It is not
demonstrated, however, by flamboyance in actions, speech or dress, but rather
in an innate sense of timing and in an intuitive sense of dramatic values, which
seem to be basic qualifications of all good showmen.

A large measure of the attractiveness of the station-management assign-
ment is undoubtedly based on the opportunity to work with show people. Their
talents add much excitement to a business which might be fairly routine without
them. They constitute the station’s most valuable contacts with the public. The
task of finding the most effective methods to reach that public using the best
show techniques that are known to man is a truly challenging kind of work. In
broadcasting, the show or program is the product. Any good manager must
fully understand and appreciate his company’s product.

DUTIES OF THE MANAGER

The varied duties and activities of the radio and television manager will
be discussed throughout the succeeding chapters of this book. Yet the essential
managerial task is the planning of goals, objectives, and operational procedures
of the station. This precedes and accompanies all other duties.

Policy Planning

Well defined plans of both a short-term and a long-range nature are
needed by all broadcasting stations ° Because these immediate and ultimate
targets affect and apply to every phase of the station’s operation, the manager is
the person who is in a position to evaluate them in true perspective. Key station
staff people can supply him with some important data. Certainly, their opinions
should be important in his considerations. But all final decisions regarding pol-
icy have to be made by management.

Effective planning involves forecasting. Most of the employees of a sta-
tion work in a ‘‘here and now’’ atmosphere. Their assignments for the most
part involve today’s deadlines or those of tomorrow or of next week. It is im-
perative that someone take the long view and make accurate predictions about
the station’s future. As the person who is most directly responsible to the sta-
tion owners, the manager is expected to provide answers concerning long-range
business prospects and their probable effect on the station’s future. He must be
aware of trends and signs in program popularity, in advertiser expectations, in
new developments in technical equipment. He is expected to analyze and proj-
ect this knowledge into future plans so that the station can lead, rather than
follow, its competition.

Wise planning takes all possible future eventualities into account. With-
out such planning, unexpected or unforeseen events may occur which could
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cause temporary chaos. Valuable time can be saved through prior consideration
of the measures which could be followed in any possible major emergencies in
the future. Such crises might stem from anything from the loss of a tower in a
tornado to the possible loss of a valued employee in an accident. Pre-planned
actions, while never entirely adequate in emergencies, are preferable to sponta-
neous decisions which have to be made while in a state of shock or when under
heavy emotional stress. (The best ad-libs are almost always well rehearsed.)

Managerial plans should be clear to the employees of the station. The
team nature of the broadcasting activity makes such understanding particularly
necessary. A station should be composed of people who believe in the objec-
tives of the manager and who are keenly interested in working toward their
achievement. Well conceived planning can reduce tendencies toward employee
ideas of indispensability, chances of personality conflicts, displays of tempera-
ment, and the evils of internal politics in the organization.

The principal objective of the planning function is to achieve greater ef-
ficiency and thus produce maximal returns on the investment in the station,
while serving the community that is the station’s audience. Achievement of this
goal is dependent upon a clear policy, a well organized plan of attack and a
dedicated staff.

It is as essential to have adequate planning in small radio and television
stations as in large stations or networks. All stations of comparable size have
basically the same type of facilities and equipment. The important differences
between those stations are due to the people who work in the stations and the
manner in which their activities are coordinated, guided and challenged. Con-
sonant with the V Theory of managing, the manager must plan carefully how to
select the persons on his staff and motivate them for effective activity. The gen-
eral manager or station manager must select the key people who are competent
in their specialities as well as able administrators.%®

Furthermore, the munager must be able to plan, direct,.and control his
own use of time. He must be sure to emphasize supervision of personnel, not
personally looking after things and procedures. He should plan the use of his
time so that he spends most of it in creative work and a minimum of time on
merely routine work, leaving a cushion of unallocated time for emergency
work.8” A good manager is able to manage his own affairs and himself. ‘‘The
difference between good planning and poor planning is the difference between
order and confusion, between things done on time and not being done on time,
between cooperation and conflict, and between pleasant working conditions and
a workday full of discord.’’ #

Owners of stations need to give managers the authority to make whatever
changes are necessary whenever they are needed. In a business that changes as
fast as broadcasting, the manager should not be throttled by a need to obtain the
approval of his superiors in all matters requiring decision. He should be
regarded as the person fully-in-charge and he should be authorized to act in the
owners’ behalf with only courtesy consultations or advisements.

When a change of managers is made, the new executive should expect to
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draw his own plans for the future of the station (within the context of what we
have called the macro-intention of the station and its owners). This same privi-
lege is accorded every new President of the United States, every new Governor
of a State or every new manager of a baseball team.

It should be clear that the planning function calls for the most realistic
thinking and projection that is possible. In consideration of the responsibility
for service and profit which the manager assumes with his appointment, any-
thing short of realistic planning is inexcusable. Some radio and television sta-
tions, unfortunately, operate with highly unreal goals, and there are a few
which can produce no clearly defined objectives. These stations properly de-
serve the various kinds of negative results they get.

Improvements in or replacements of facilities or equipment, the responses
to and actions upon new regulations from the FCC, variations in either individ-
val or overall programming formats, changes in rate structure or in selling
methods, revised office procedures—these are examples of variables that
require new decisions and consequent alterations in policy. Most of them are
made under the pressures of time.

The first important obligation of the manager, then, is to determine the
goals and objectives, the policies and the procedures of his particular radio or
television station in his market. Some operational practices which have become
standard throughout the broadcasting industry may be borrowed from other sta-
tions. But the good manager will want all of the important station decisions, the
goals, objectives, policies and procedures to be custom-made for his particular
station.

The Station Policy Book

Once station policy has been formulated, it needs to be put in writing and
copies need to be given to each employee and to the owners of the station.
Some stations have found it advisable to circulate some sections of their policy
statements to various community groups which might be interested and af-
fected.

Some of the advantages of having station policies in writing are: (1) the
achievement of greater efficiency; (2) a reduction of the chances for misunder-
standings; (3) less need for continual routine decisions of a repetitive nature; (4)
a provision for additional managerial time for concentration on other station
problems; (5) a standard and equitable treatment for all employees; and (6) a
guide that sometimes may be incidental to the total station operation but that
may be of prime importance to the employees as individuals.%®

Without a clear station policy in writing, a manager can find himself
devoting a disproportionate amount of his time to decision making on relatively
minor issues. With a clearly defined policy, many of these cases need never
arise. If they do occur, they can be settled quickly by a referral to the station
policy.

In the absence of a policy on ‘‘moonlighting,”’ plans for rotating an-
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nouncer’s shifts may be upset due to a second job that an announcer is holding
away from the station. An employee may be reprimanded for taking excessive
sick leave if it has never been made clear just how much sick leave is *‘exces-
sive.”” There can be a problem of staffing the station on holidays unless em-
ployees know which people are expected to work and why. Station clients may
complain about improper treatment on the telephone by station employees if no
rules of telcphone etiquette have been formulated. Cleanliness can be a contin-
ual problem in the various station offices or washrooms or in the reception
room if no rules exist. The manager may note that the coffee breaks for office
personnel tend to get longer, that the conversations around the water cooler
tend to increase, that smoking continues in restricted areas, that more and more
attention has to be given to requests for the use of station properties by em-
ployees, that official stationery of the company is used for personal corre-
spondence, that the only satisfactory way to deal with letters of reply to people
in the audience is to read them before they are mailed, that some people on the
staff engage in long telephone conversations of a personal nature during work-
ing hours. In such cases, a manager can discover that he spends far too much
time issuing memoranda which have been circulated before; the same problems
may seem to re-occur involving different people. Most employees, aware of
operating policies, accept and follow established rules and practices.

Policy statements can cover a wide range of employee interests, including
wages and salaries and the bases for salary increases and advancements, rules
concerning vacations and other fringe benefits, and job descriptions.”®

Compiete job descriptions are particularly important in defining the limi-
tations and responsibilities of each staff member and in giving him an under-
standing of the relationship of his work to that of other people on the staff as
well as to the other station functions. Job specifications need to be clearly
framed. It is more efficient to define functions and then find people who match
them and who will be good members of a team than it is to find people and then
attempt to adapt the jobs to them. Station positions should be so well defined
that each replacement of an individual will find the basic assignment
unchanged.

Written policy is particularly valuable for new personnel. In far too many
cases, new employees at radio and television stations learn their job routines
and absorb the station’s philosophy in a most inefficient manner—by talking
with other employees, by making mistakes and having to be corrected, or by
asking questions. Broadcasters have been notoriously negligent of indoctrina-
tion procedures for new people. Minimally, a statement of station policy,
including the various job descriptions as well as the station rules, should be
given to each candidate for a position before he is hired. This policy statement
can be regarded as a part of the employee’s contract. Any prospective addition
to the station’s staff has every right to know all the conditions of his employ-
ment before accepting a position.

It is next to impossible to compose a complete station policy book in the
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first writing. New situations will constantly arise and conditions will frequently
change. Provision should be made for regular revisions. The most carefully
defined rules should cover most cases but there will always be exceptions
which are sufficiently different to require separate decisions. It is advisable to
create policies that permit a limited amount of flexibility. Then, if exceptions
have to be made, explanations can be given without fear of embarrassment. Ex-
treme care should, of course, be exercised in exceptional cases in order to in-
sure fair treatment.

The preparation of a satisfactory policy statement is a time consuming
process. It should, however, make for greater management efficiency and it
should improve station morale.

Policy Implementation

In the implementation of policy, the human qualities of the manager are
extremely important. His skill in administration and his clarity in the com-
munication of his ideas will determine the degree of their acceptance by the
employees, the public, the advertisers and the owners. Ineffective com-
munication of the true intent and meaning of the plans or a reliance on an au-
thoritarian approach to enforce their acceptance can result in compliance by the
employees out of a sense of duty rather than with enthusiasm. There can be
negative defensive or antagonistic reactions. To achieve positive resuits, the
communicative and leadership abilities of the manager are truly put to the test.
He must be a good salesman and a good listener.

In the communication of new plans to the staff, it is important for expla-
nations to be given as to why the changes are being made. There should also be
clear instructions concerning the benefits to be gained by the station from the
changes.

Implementation should never be exclusively a downward process
whereby all of the impetus for action is instigated by the manager. If such prac-
tice were followed, many good ideas would be lost to the station. All of the sta-
tion’s personnel should be encouraged to contribute suggestions for station im-
provement. Whenever any employee makes a workable suggestion, he should
be given full credit for the contribution which he makes.

Sometimes, the station employees may be aware of changes that might be
necessary but the manager may not know of them. Some employees may feel
reluctant to report irregularities; others may be inclined to give only a partial
accounting of the facts. It is important for the manager to have the confidence
of his staff. Often, he may need to convey to them his desire to be kept in-
formed of any irregularities which might affect the station adversely.

The conference approach, whereby an administrator gathers together his
junior executives for the discussion of problems and issues, has produced many
benefits to organizations.”! Consideration of possible alternatives is usually
more effective when several minds concentrate. But while groups can make ef-
fective policy, only individuals can implement and administer that policy. The
station manager must provide the insight which brings the problems to the con-
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ference table, guide an objective appraisal of the problems, and then be prepared
for the administration of the policy measures which are adopted.

When duties are delegated to others, there needs to be an explicit under-
standing concerning the limits of authority. The expectations of all administra-
tive and supervisory roles as well as their relationships to the duties and respon-
sibilities of other station executives should be clearly stated in station policy.
General managers and station managers need to make special efforts to keep
department heads supplied with all information which has any application to the
areas of their jurisdiction.

Delegation of authority is a requirement, of course, for executive ef-
ficiency. Station managers need to be freed from detail work in order to be able
to concentrate on major policy and on the variety of duties which are combined
in the managerial position. Those managerial duties constitute the remaining
portions of this book: (1) regular attention to the motivation, rewards and work-
ing conditions of the station’s personnel; (2) supervision of the office sraff of
the station; (3) continuing study of the amdience which is served by the station;
close working relationships with (4) the program manager, (5) the sales man:
ager, and (6) the chief engineer; (7) preparation of the overall budget and main-
tenance of contrals over income and expenses in order to earn profits; (8) con-
tinued acquisition of information about government concerning the proposals,
rules and regulations of the Federal Communications Commission {and main-
taining proper relationships with the FCC and other officials at the Federal, state
and local levels); and (9) active participalion in national, regional, and local
professional activities.

There is continual interaction among these areas in the station. By way of
concrete example, the seven steps of problem-solving technique might be ap-
plied to a typical broadcast context.’? First, clearly define the problem: the
sales manager may note difficulty in finding clients (through their agencies) to
buy spot commercial time available in the local schedule in the early evening of
a given night of the week. The next step is to gather the information, perhaps
by having the research staff or program manager get the demographic data on
the audience in that market, coupled with comparative statistical data on com-
petitive stations’ ratings for that time period; further, the program manager may
have his people provide information about feasibility of scheduling local pro-
gram production in their own studios if that is a possible option. Third, the
manager and his staff must interpret the information, in the light of the sales
manager’s initial definition of the problem, the program manager’s appraisal of
production scheduling (if that is part of a possible solution), and the chief engi-
neer’s assessing the capabilities of studio facilities and crews for feasibility
in mounting more programming or commercial production in the studios
(again, if that is a recommendation by programming). Fourth, specific solutions
muist be developed, providing alternate ways to meet the sales problem. The
manager collaborates with other personnel to outline all possible solutions.
Fifth, the best practical solution is selected by the station manager, in the con-
text of all the ‘“‘input’” from his staff. The actual exercise of that decision, to
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put the solution into operation, is the responsibility of the several people and
departments affected by the decision. For example, if the solution chosen is to
buy filmed programming for the schedule, there is little problem for the chief
engineer; but if the choice is to produce some local programming, in addition to
traffic and programming, the engineering department must determine how best
to supply staff, crews, and facilities. Finally, the seventh step is to evaluate th
effectiveness of the solution; again, the manager is provided with data from his
staff so that he can appraise the results with them. In some instances, it may be
noted, the data coming back to the manager from his competent staff may be
almost self-determining, so that the decision to be made is apparent. Or else the
decision might be only one of several reasonable alternatives, and he may
choose to let the staff determine among themselves for him what is their com-
posite recommendation. Thus the manager’s primary role is to support his staff
so they may work creatively and effectively; his role in actually appraising the
informational data and selecting the preferred option among possible solutions
may well be secondary.

Although television demands some different specific duties, the following
job description for radio management outlines major responsibilities of the typi-
cal broadcast station manager.

Job Description—Radio Station Manager ™

A. Planning, development and administration to ensure the profitable operation
of the station within the policies and procedures of the Company, FCC, and
NAB.

1. Ensures that requirements and program standards are upheld within the es-
tablished station format as outlined through Company policies and proce-
dures, FCC rules and regulations, and the NAB Code for commercial
broadcasting facilities.

2. Directs station resources and facilities toward generating the maximum

possible revenue.

. Creates public awareness of the station, its programs and policies.

4. Ensures the availability and proper operation of technical facilities neces-
sary to produce high quality radio broadcasts.

5. Supervises proper administration of station accounts and records in accor-
dance with Division Finance policies and procedures.

6. Develops station editorial positions.

B. Continuous review and evaluation of station broadcasts; application of appro-
priate measures to improve program content, attract listeners and increase
sales.

1. Monitors broadcasts frequently to ensure a high degree of quality and con-
sistency.

2. Studies audience rating results to determine what areas of programming
could be improved.

3. Appraises constantly the effectiveness of sales techniques and seeks ways
to improve total sales.

4. Meets regularly with Director, News and Programs and General Sales
Manager to discuss methods of improving programming to increase sales.

W
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5. Confers with owners (or radio division head) with regard to recommended
major alterations in programming and sales policies and practices.

6. Monitors and evaluates competitive stations.

C. Maintenance of personal and station contact with the community in order to
develop ways to effectively service community needs through radio broadcast-
ing.

1. Maintains memberships in appropriate community organizations and
makes guest appearances, as necessary, to represent the station.

2. Encourages station directors and managers to join community organiza-
tions in behalf of the station.

3. Conducts seminars, meetings, etc., for the various community organiza-
tions to get to know the station and provide first-hand information on their
programs and objectives.

4. Keeps informed of trends, events and developments within the industry
through the various media.

5. Attends industry conferences, conventions, etc.

6. Maintains a continuing dialogue with community and civic leaders to de-
termine community problems.

D. Development of a staff of competent personnel to maintain management con-
tinuity.

1. Selects or ensures adequate selection of station personnel.

2. Evaluates and recommends staff personnel for salary increases and ad-

vancement.

. Provides for optimum utilization and development of station personnel.

4. Counsels frequently with staff to keep them informed of all happenings
relevant to station operations and policies.

(78]

THE ADMINISTRATIVE STRUCTURE

A manager’s duties are reflected in the adminisirative structure, which
consists of both his managerial colleagues and the clusters of personnel for
whom he is responsible to the company. All of these managers and ‘‘man-
agees,”’ in their directives and their actualizing, are constitutive of the process
which is what the organization is all about in its macro-intentionality. There-
fore, process is more important than structure; process gets the job done and
achieves the goals of the enterprise, especially in such a flexible and people-
oriented business as broadcasting. But structure is important to stabilize the or-
ganization and to clarify efficient relationships among personnel with various
responsibilities for that process.”*

The management structure of relationships can be schematically portrayed
by organization charts, as long as two points are kept in mind: (a) probably no
two broadcast companies will operate effectively with precisely the same orga-
nizational structure, and (b) within any single company’s organizational rela-
tionships there must be room for flexibility in order to emphasize efficient pro-
cess carried out by human beings under conditions that are not static.”® On the
following pages are samples of organization charts for small and large radio
and television stations in markets of different populatiohs; they demonstrate
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that beyond the very basic design of departmental and personnel relationships,
each station must develop its own line and staff structures.?®

The basic administrative arrangement in broadcasting consists of three ex-
ecutives who are in charge of engineering, programming, and sales; they re-
port directly to the station manager.’”

In some small radio stations, the manager doubles as sales manager or as
program manager or both; in a few cases, he is the station’s chief engineer. He
may also take a regular shift as an announcer and he may write some of the
commercial copy. The total staff of some small radio stations may be no more
than five or six people. Such stations are ideal training grounds for the young
person who is starting a career in management, for he is forced by the circum-
stances to become engaged directly in all aspects of station operation.

The opposite extreme of size is represented by a radio and a television
station which are under joint ownership and are located in a metropolitan
market. In such operations, it is not unusual to find a general manager of both
stations in addition to a station manager for radio and a station manager for
television. In stations with large numbers of personnel, assistant managers may
be added for radio and for television.

Many group-owned stations, in addition to their local administrative
structures, have central headquarters offices. Common operating policies for all
of the stations owned by the company may be framed in the central office, or the
company may prefer a more flexible arrangement whereby each station may
decide its own procedures. Usually. the central office coordinates financial data
from the various stations and often adopts personnel standards and practices
that the stations follow. Often, it represents all owned stations which may be
involved in union negotiations. In a few cases, the central office maintains a
program and production unit which plans and even produces programming for
all of the stations.

The sizes of broadcast station staffs reflect the size of the markets which
those stations serve. The National Association of Broadcasters surveyed the
numbers of persons employed by TV and radio stations in 1974.7% The average
television staffs by market size were:

TV AVG. NO. EMPLOYEES ARB Marketsize
Full-time Part-time Ranking
Q0 8 1-10
103 7 11-25
88 6 2650
70 3 51-75
55 5 76-100
42 5 101-125
37 6 126-150
30 4 150 +
(60) (s5) (Nationwide Avg.)
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Obviously, the network-owned stations might employ staffs of 125 or more,
but the UHF independents in the same markets lower the average with their
small staffs. Similarly, in the nation’s markets are both large and small radio
stations; the largest stations in major markets might have staffs of 50 while
low-power stations in the same cities might employ only a dozen people. The
average radio staffs by market size in 1974 were:

RADIO AVG. NO. EMPLOYEES Marketsize by
Full-time Part-time Population
17 4 Over 2.5 million
13 3 1-2.5 million
17 3 500,000—1 million
13 4 250,000-500,000
12 3 100,000-250,000
12 3 50,000~100,000
11 3 25,000-50,000
9 3 10,000-25,000
6 3 Less than 10,000
(10) (3) (Nationwide Avg.)

Another graphic way to conceptualize the size and variety of staffs neces-
sary for an operational broadcast station is to study representative building
floorplans that depict the working areas for station personnel. (Non-broad-
casters tend to assume that even a major television station building consists
mostly of studio space; but a local TV station is primarily a business and only
secondarily a production site—with about one-tenth of its space devoted to stu-
dios and the rest devoted to offices and support areas in the building.) Sample
floorplans follow.™®

The organization charts and the floorplans suggest the size and composi-
tion of station staffs for which management is responsible in the administrative
structure. An apt caution by McLarney and Berliner might be paraphrased:
whenever the number of employees in an organization is increasing (or the size
and complexity of physical plant is growing) at a faster rate than business, then
top management should suspect that some of these people and facilities are
there just to keep the *‘system’’ going and that the ‘‘system’’ and mere struc-
ture are becoming more important than the business.8?

CHARACTERISTICS OF MANAGERS

The detailed analysis of staff personnel which constitutes Chapter 3 can
be here introduced by a brief look at the characteristics of broadcast managers.
Several surveys over the past decade indicate that the management of radio or
television station requires certain characteristics differing from those usually
considered typical of managers of other business enterprises.
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KDMS/KRIL, Eldorado, Ark.

Multipurpose station includes AM, FM and Muzak services in well laid out plant. Sepa-
rate heating and cooling systems operate for control and studio areas when rest of station
is closed at night. Transmitter heat is used for general building heating in the winter,
needing no extra heating until the mercury dips below 20°. Equipment includes low-
power standby AM xmtr.

Source:
**Idea Portfolio: Station Floor Plans that Work,”” BM/E, August 1968, p. 36.
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A joint research project of the Association for Professional Broadcast Ed-
ucation (renamed the Broadcast Education Association since 1973) and the Na-
tional Association of Broadcasters collected information in 1962 from 201 radio
station managers and 167 television station managers.®' Those data are corrob-
orated, supplemented, and updated in subsequent surveys.?

The studies found that broadcast managers, with an average age in the
early forties, are generally younger than other American business managers.
The APBE-NAB study reported the average age of television managers as 44
and of radio managers as 41; a decade later 457 managers averaged 44.2 years,
but 112 radio managers in small market averaged 42 years (while newspaper
editors in those same small markets averaged 47 years). The APBE-NAB study
reported many cases of young men in their early thirties who assumed the re-
sponsibilities of radio management in small-market stations, but few such ex-
amples in television where larger markets and greater financial investments
were involved. Many current television managers were previously managers of
radio stations.

The management studies disclosed that few managers of broadcast prop-
erties came to the positions from fields other than broadcasting. Most managers
were employed in another position by the station which they now managed,
usually radio or television sales—far in excess of the percentage who follow
that route to executive status in business generally. Many broadcast managers
came from backgrounds in programming and a few from station engineering;
almost half of the respondents to the Gallagher survey of radio managers re-
ported that their first broadcast jobs were in announcing, one-third in time-
sales, and one-tenth in engineering.

Winick found that most television station managers came from small-
town backgrounds (under 100,000 population)}—as contrasted with the city
backgrounds of most business leaders. He also found military service in the ex-
perience of most TV station managers, as did Bohn and Clark of most radio
station managers. Winick’s study found that most of the television station man-
agers made their decisions to enter the field of broadcasting while they were
enrolled in a college or university.

Those several studies through the decade reflected the role of higher edu-
cation for a managerial position in broadcasting. Winick discovered that three-
fourths of all television managers had been to college and one-sixth had taken
postgraduate study. The APBE-NAB study had found that about half of the
managers of radio and TV stations were college graduates. Bohn and Clark
found that 85 per cent of small-market radio managers had attended or gradu-
ated from college.?3

Broadcast respondents to the APBE-NAB study, published in 1962, re-
ported that they majored in the areas of liberal arts (40%), business administra-
tion (24%), engineering (10%), radio-TV (8%). and journalism (7.5%), among
others. The Bohn and Clark study reported a decade later that small-market
radio managers predominately majored in business-related areas (20%), with
6 per cent majoring in journalism and 2 per cent in radio-televison.
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The kind of experience which all broadcast respondents to the APBE-
NAB study recommended most often for people interested in broadcasting man-
agement careers was sales or promotion work. The kind of education which the
managers recommended as most valuable for executive careers in broadcasting
was training in business, including the study of sales, marketing, and account-
ing.

It is interesting to note that, in another section of the same APBE-NAB
study which dealt with responses from employees other than managers in
broadcasting, the most highly recommended type of education was a profes-
sional curriculum in broadcasting. Significant in this response is the fact that
the average age of the employees is somewhat younger than managers’ and
more of them were able to study broadcasting in the colleges and universities.
The managerial group, for the most part, did not find such courses available at
the time they attended college; hence, the probable tendency not to equate the
value of such training for careers in broadcasting.®*

The study by Winick in 1965 found the income of television managers
‘‘competitive with that of executives at a similar level of responsibility in other
industries.”” Bohn and Clark’s data (gathered in 1968 but reported in 1972) re-
ported for small-market radio managers a general salary range of $10,000 to
$15,000 (compared with a peak of less than $10,000 for newspaper editors in
the same-sized markets). The Gallagher survey reported that almost half of 467
radio station managers earned between $10,000 and $20,000 in 1970; another
quarter earned between $20,000 and $30,000; about one out of ten (12.9%)
earmned less than $10,000, and a smaller number (8.4%) earned between
$30,000 and $40,000 a year.?®

Among small-market radio stations, more than two-thirds of the managers
participated in ownership, with 29 per cent owning more than half of their com-
pany. Among all sizes of radio stations surveyed by Gallagher, one-third of the
managers reported that they were principal owners of their stations.

Predictably, all surveys reported heavy involvement of station managers
with local community activities and organizations, including holding public of-
fice.

It might be appropriate to conclude this analysis of the duties and charac-
teristics of the broadcast station manager with the sobering yet obliquely en-
couraging results of Louis Harris surveys in 1972 and 1973 about the public’s
level of confidence in people running various private and public institutions.8¢
In those two years respondents selected the highest rating of “‘a great deal of
confidence’’ (rather than ‘‘some confidence’’ or ‘‘hardly any confidence’”) for
leaders in various major sectors of society (see tabulation on next page).
While only leadership in medicine received a vote of ‘‘great confidence’” from
almost half of the survey respondents, television leadership was judged clus-
tered with related and unrelated public sectors. But a single year later, the same
Harris public-opinion survey reported greatly increased confidence in broadcast
media (specifically television news). This first opinion poll ever commissioned
by the U.S. Congress (the Senate Subcommittee on Interstate and Foreign Af-
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1972 1973
Medicine 48% 58%
Military 34 39
Higher Education 32 43
Organized Religion 29 35
U.S. Supreme Court 27 32
Federal Executive Branch 27 19
Major Companies 26 28
U.S. Senate 21 29
Press 18 30
Television News 17 41

fairs) surveyed 1,596 Americans in September, 1973, who expressed greater
confidence in every category offered the previous year except for the executive
branch of Federal government (down from 27% to 19% by late 1973). The
greatest gains in public confidence over a seven-year period of three Harris
polls (1966, 1972 and 1973) were by television news, which rated 25, 17 and 41
per cent respectively, and by the press, which rated 29, 18 and 30 per cent.
Yet, both media categories received lesser votes of confidence from state and
local leaders in 1973 than they did from the general public; only 17 per cent
claimed a great deal of confidence in leaders in television news, and 19 per cent
expressed confidence in press leadership.

Broadcast managers might reflect on this continuing challenge to them as
they exercise leadership within their stations and among the people of their
local and national communities.

NOTES
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management that apply to broadcasting, we will draw heavily on McLamey and Berliner’s Man-
agemens Training: Cases and Principles; it is a synthesis of good sense and research findings
drawn from a wide range of reliable sources in the field of scientific management.

3. Peter Drucker, The Practice of Management (N.Y.: Harper & Row, 1954), p. 350. See
also: Peter F. Drucker, Management: Tasks, Responsibilities, Practices (N.Y.: Harper & Row,
1973, 1974).

3a. McLamey and Berliner, p. §.

4. Henri Fayol, General and Industrial Management, trans. Constance Storrs (New York:
Pitman Publishing, 1949); McLamey and Berliner, pp. 13-14, cite the five-fold division of man-
agement activities by Fayol: planning, organizing, directing, coordinating, and controlling. See J.
Thomas Cannon, Business Strategy and Policy (N.Y.: Harcourt, Brace and World, Inc., 1968), p.
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31. McGregor, p. 172. Cf. McLamey and Berliner, p. 82: **There should be more empha-
sis on the purpose or why of routines, more dependence upon people and less upon the system. The
trend in better management today is to build meaning into jobs—to design jobs in such a way as to
promote individual responsibility. If a man feels that responsibility rests upon him rather than upon
a system, he will exercise initiative and judgment. But if he feels that he has to buck the routine in
order to protect the company’s interests, he may choose to follow routine. As a result he will be of
less value to the company and he will have less satisfaction in his job. Procedures can’t operate
without people, and the performance of people hinges upon their knowledge, ability, and attitude,
the design of their jobs, and the quality of the supervision.**

32. Quoted by Filley and House, p. 239.

33. Cf. Norman Maier, Creative Management (New York: John Wiley & Sons, 1962), pp.
41-42.
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and Brothers, 1949), p. 306.
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chology (Chicago: Univ. of Chicago Press, 1964), pp. 249-250.
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37. Sisk, pp. 440-441; cf. Ewing. p. 36.

38. William B. Eddy, Behavioral Science and the Manager's Role (NTL Institute for
Applied Behavioral Science, 1969), p. 75.

39. Charles E. Winick, **The Television Station Manager,”” Advanced Management Jour-
nal, XXXI:1 (Jan. 1966}, pp. 53—6c. Winick’s survey repornted the average TV station manager as
**actively involved’* with more than 40 community social and welfare groups; ohe manager was
cited as serving on the board of no fewer than 17 different civic organizations. Cf. **The Gallagher
Report,*” Dec. 7, 1971 (second section), pp. 3—4, where job description of radio station managers
included a list of six kinds of community activity **to develop ways to effectively service commu-
nity needs through radio broadcasting'‘—including memberships, guest speeches, conducting semi-
nars and meetings, atending conferences, and maintaining continuing dialogue with community and
civic leaders.

40. *‘The Gallagher Report,”’ Dec. 7, 1971 (second section), p. 2, listed the following
responses:
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Marketing/Communications 6.9 19.7 73.4
Nation’ s Business 11.5 30.8 57.7
Sales Management II.1 23.7 65.2
Television/Radio Age 11.5 24.1 64.4
Variety 8.4 22.8 68.8
Wall Street Journal 31.4 34.3 34.3

41. S. 1. Paul, **Publisher's Letter,"* Television/Radic Age, September 3, 1973; p. 10. Ber-
nard Gallagher, in his candid and sometimes unflattering ‘‘The Gallagher Report,*” noted in his
February 23, 1972, issue that television needed more imaginative executives who did not rely on
network formulae for **prime-time access'’ programming but who responded to each market's dif-
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ferent needs with local news and community shows; who increased production departments in order
to serve local advertisers better, to expand into syndication (in spite of Westinghouse’s long-term
marginal efforts}, and to prepare for the time when stations might become local programming
centers for cable TV. Five months later (issue of July 31, 1972}, he lamented the state of newspa-
per editorial management by headlining an item *‘Dry Rot Sets in at New York Times™'; Gallagher
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in the business, the familiar names and faces and leaders of the past 20 years are nearing retirement
age. In some cases. there is a second or even a third generation to take over. In a few instances, an
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42. Among overlooked areas of budgeting is the matter of efficient communication and
bookkeeping. The cost of paperwork alone contributes to office expenses and clerical salaries. Day-
Timers, Inc. cites studies documenting how paperwork chokes business efficiency. A one-page,
250-word business letter dictated to a secretary increased 67 per cent from 1960 ($1.83) to 1972
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with production and shipping papers costs $20. More significantly, for every dollar spent on a
paper form, approximately $25 must be spent on clerical and administrative costs! The volume of
paperwork is estimated to double by early 1980s. Further, people can waste up to 20 or 30 per cent
of their time merely looking for filed information—not analyzing or using it, just trying to find it.
Management engineers estimate the expense of a misfiled item as $61.23. Extra paperwork that
demands hiring of an extra clerk at only $80 a week salary forces the company to do $80,000 addi-
tional business at 5 per cent profit to pay that salary. (Sources cited: National Records Management
Council, Stanford Research Institute, Dartnell Corporation of Chicago, consultant Robert A. Shiff.)
**The Gallagher Report™ (July 24, 1972) estimates paperwork for $1 million of ad billings costs an
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these cumulative costs from the administrative paperwork involved in broadcasting, and must at-
tempt to cut those costs by greater efficiency in communicating.
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Principles, sth ed. (Homewood, Ill.: Richard D. Irwin, Inc., 1970). pp. 20-26, and Alan C. Filley
and Robert I. House, Managerial Process and Organizational Behavior (Glenview, Ill.. Scott,
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44. Rosalind Loring and Theodora Wells, Breakthrough: Women into Management (N.Y .
Van Nostrand Reinhold Co., 1972), p. 61.

45. Cf. Kyle Haselden, Morality and the Mass Media (Nashville, Tenn.: Broadman Press,
1968), Chapter 10, esp. p. 185: **Authentic morality has its focus in people. its objective in the
transforming of people into persons, its habitat in freedom, its criterion and energy in love, and its
source in God.”

46. Haselden, p. 138.

47. William F. Lynch, S.J., The Image Industries (New York: Sheed and Ward, 1959),
p. 6.

48. Lynch, p. 8.

49. William L. Rivers and Wilbur Schramm, Responsibility in Mass Communication,
rev. ed. (N.Y.: Harper & Row, 1969), Chapter 7, pp. 190-233.

s0. Lynch, p. 20.

s1. Cf. Lynch, pp. 68—69: *‘In all the works of the human imagination, but especially in
the mass media, the two great enemies of freedom are what I shall call fixation and seduction.™”

§2. Lynch, pp. 113, 145.
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53. Lynch, p. 150. That this pertains not only to national television production centers but
also to small-market radio stations is attested to by Robert H. Coddington, Modern Radio Broad-
casting: Management & Operation in Small-to-Medium Markets (Blue Ridge Summit, Pa.: Tab
Books, 1969) pp. 10-14.

54. Most Rev. John L. May, Bishop of Mobile, Ala., chairman of Communications Com-
mittee, U.S. Catholic Conference, **Commentary on the Pastoral Instruction on Social Com-
munication,”” June 3, 1971; Communications: A Pastoral Instruction on the Media, Public Opin-
ion, and Human Progress (Washington, D.C.: U.S. Catholic Conference, 1971) p. ix. This title ap-
peared on the booklet cover, in which was reprinted the document cited below by the Pontifical
Commission for the Media of Social Communications.

55. Cf. Rivers and Schramm, p. 240.

56. Sydney W. Head, Broadcasting in America (Boston: Houghton Mifflin, 1972), p. 471.

57. Rivers and Schramm, pp. 241, 242; <f. further comments, pp. 240-248.

58. Head, p. 472. Cf. McLarney and Berliner, pp. 672-676, 682-684.

Although broadcast stations, especially in radio, are usually small business, many stations
are parts of larger companies. It is possibly illuminating to apply to broadcast media management
some of the data and appraisals available from larger corporate enterprises, since broadcasting does
share to a great extent in American business’ impact on the general social scene.

Joseph C. Wilson, president of Xerox Corporation, has held firmly that the corporation is an
integral part of society and has concomitant social responsibilities. He has noted that **inevitably
the corporation is involved in economic, social, and political dynamics whether it wills it or not.”
(L. L. L. Golden, “*Public Relations: the Why of Xerox,”' Saturday Review, Aug. 14, 1971; p.
53). He claimed that **it seems beyond belief that anyone could contest the view that the business-
man, who wields a vast amount of economic, and therefore social power, must expand his vision
beyond the limits of making maximum profit, the traditional definition of his primary function, to
encompass many of society’s harassing problems that wash the edges of his island.”” Wilson and
Xerox have been notable spensors of major television dramas and documentaries on commercial
networks and of award-winning cultural/educational series through the Pubtic Broadcasting Service.

Perhaps there has been a tendency for profit cycles to lead to dehumanization, so that a busi-
ness system whose original function was to serve society by helping the people has reversed priori-
ties and has made people a function of the system; John Sack in The Man-Eating Machine (N.Y_:
Farrar, Straus, & Giroux, 1973) criticizes business administration which rises beyond technology to
a level of technocracy.

Certainly younger people perceive the role of business in a less than flattering light. A na-
tionwide sample of teenagers by the U.S. Chamber of Commerce (reported in the editorial section
of the Cleveland Plain Dealer, Section B, p. 1, Mon. Sept. 4, 1972) reported that 61 per cent did
not believe in making a profit, and 82 per cent judged that competition was unnecessary! Two-
thirds of those teenagers judged that the government should own banks, railroads and steel compa-
nies; and the same proportion believed that jobs should be provided by government. Those are
chilling appraisals of the role of free enterprise in the competitive business world.

Further illustrating the discrepancy between what younger people think of business and what
businessmen themselves think, are comparable data from a national study and from samplings of
college students in the midwest and far west: 97 students in three classes at the University of De-
troit in 1968 and 1969, responded similarly to 85 students in three courses at the University of
Southern California (Los Angeles) in 1972 and 1973. Those 182 college students at private univer-
sities were given a list of phrases from which they could choose ‘‘what ethical means'’ for them,
and also what they would presume *‘ethical’’ means for businessmen. A total of 45 students judged
that, for businessmen, ‘‘ethical’’ would mean *‘customary behavior in society’”; 42 said business-
men would consider ethical whatever was ‘‘about the same as ‘legal’ *’; and 33 presumed that
businessmen’s ethical norm would be **what does the most good for the most people.” As for their
own personal choices about the meaning of *‘ethical,”’ 72 students listed ‘‘what does the most good
for the most people’”; 63 responded ‘*what my feelings tell me is right'’; only 7 students listed
*‘customary behavior in society,”’ and only : student put ‘‘about the same as ‘legal’.”” But top-
level businessmen who were surveyed by a management and business administration scholar from
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Harvard reported in the late 1960s that **what my feelings tell me is right’" determines what is
**ethical’’ for half of those executives (50}, while one-quarter (25) judged as ethical what was “‘in
accord with my religious beliefs’” and one-fifth {18) what *‘conforms to the ‘Golden Rule’."* Not a
single executive used as a criterion of ethics what was ‘‘about the same as legal’’ and only 3
responded ‘‘customary behavior in society’*—yet college students sampled through half a decade
presumed those two categories to be the major criteria for businessmen’s ethics today! These
discrepant judgments suggest that college students’ perceptions of business criteria for integrity are
far off the mark. whereas their own judgments about what constitutes ethical norms are somewhat
more similar to the business executives’ actual judgments about themselves. (The surveyed busi-
nessmen also reflected greater ethical concern over personnel problems than about questions di-
rectly pertaining to the profit-making aspects of business.)

Comparative tabulations from the original study (Raymond Baumhart, S.1., An Honest
Profir (N.Y.: Holt, Rinehart & Winston: 1968)—cited in **Book Reviews,'' America, Sept. 14,
1968, p. 190) and from the seven college class surveys of predominantly broadcast majors follow:

Students’
Businessmen’s List of choices Students’ presumption of
actual choices about what ‘‘ethical’’ means personal what businessmen
in survey {listed choice by U.S. businessmen) choices would choose
rst 2nd ist  2nd 15t 2nd
50 8 What my feelings tell me is right 63 31 12 12
25 14 In accord with my religious beliefs 4 4 I o
18 15 Conforms to the “*Golden Rule”” 13 13 3 7
3 7 What does the most good for the most 72 44 33 36
people
3 6 Customary behavior in society 7 26 45 45
1 Corresponds to my self-interest I I 10 9
o I About the same as legal I 14 42 39
0 1 Contributes most to personal liberty 18 20 o 4
0 I What | want in that particular 2 6 12 7
situation

59. Pontifical Commission for the Means of Social Communication, **Pastoral Instruction
for the Application of the Decree of the Second Vatican Ecumenical Council on the Means of
Social Communication” (Washington, D.C.: U. §. Catholic Conference. 1971}, pp. 1. 3-4.

60. Rivers and Schramm, p. 15.

61. Cf. Rivers and Schramm, Chapter 5, *‘Truth and Fairness.” pp. 130-174.

62. Cf. Rivers and Schramm, Chapter 3, *‘Freedom and Government,’' and Chapter 4,
**Freedom and Society,” pp. §3-129.

63. Cf. Rivers and Schramm, Chapter 8, ‘'Responsibilities: the Government, the Media,
the Public,”” pp. 234-252: and the Pontifical Commission for the Means of Social Com-
munication’s *‘Pastoral Instruction . . . " passim, especially pp. 22-25.

64. Excerpts of Commissioner Wells® speech to the Assoc. for Professional Broadcasting
Education, March 27, 1971, were quoted by John Pennybacker (ed.), “*Feedback.” (APBE news-
letter), May 1971, p. 17.

65. General concepts of managerial planning are well provided by McLamey and Berliner,
pp. 14-21, 199-228; Filley and House, pp. 191-210. The latter authors emphasize that plan-
ning consists of searching for alternatives, and finally of selecting the optimum alternative (pp.
194—166).

66. Cf. Milton D. Friedland, "*The Network-Affiliated Station,”” pp. 61-62, and Richard
B. Rawls, **The Independent Station,'” pp. 77-78: both in Yale Roe (ed.). Television Station Man-
agement—the Business of Broadcasting (N.Y.: Hastings House, 1962).
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67. McLamey and Berliner, p. 203. They suggest indicators that a manager should study
the way he is misusing his time: **If he is just keeping up with his work—that is, taking care of one
emergency after another—or if he is just getting or not quite getting his essential job done, if he
needs to be in three places at the same time, if he has to put in excessive overtime, if he has not
time for self-improvement, if he has to do everything himself, or, finally, if he dare not take a day
off when he is ill: when it behooves him to make an evaluation of how he is spending his time”" (p.
204). By redistributing his time he can reduce strain and excessive fatigue at his work, thus remain-
ing fresh for the creative responsibilities that are unique to him as manager.

See also some helpful cautionary advice from Clarence B. Randall, *‘The Myth of the
Overworked Executive,’” The Folklore of Management (N.Y.: Mentor ed., 1962), pp. 80-85.

68. McLamey and Berliner, p. 216.

69. McLamey and Berliner outline the role of policies and procedures on pp. 68-89, listing
the characteristics by which to evaluate policies: stable, flexible, compatible, understandable, sin-
cere, realistic, and written (p. 71). On the other hand, Robert Townsend, Up the Organization
(Greenwich, Conn.: Fawcett ed., 1970), p. 129, is unalterably opposed to written policy manuals;
he claims *‘don’t bother. If they're general, they're useless. If they’re specific, they’re how-to
manuals—expensive to prepare and revise.”” He cautions that company manipulators on the staff
can misuse such manuals ‘‘to confine, frustrate, punish, and eventually drive out of the organiza-
tion every imaginative, creative, adventuresome woman and man.”’

70. See next chapter on Personnel.

71. See Yale Roe (ed.), Television Station Management, pp. 61-62, 77-78. For views of
the questionable value of meetings, see Robert Townsend, Up the Organization, pp. 89—91, but
also p. 171, where he advocates that **some meetings should be long and leisurely. Some should be
mercifully brief. A good way to handle the latter is to hold the meeting with everybody standing
up. The meetees won’t believe you at first. Then they get very uncomfortable and can hardly wait
to get the meeting over with.”’

72. McLamey and Berliner, p. 22.

73. Bernard Gallagher, **The Gallagher Report,”* Dec. 7, 1671 (second section), pp. 3—4.
See also Reinsch and Ellis, Radio Station Management, pp. 329-330, for 36 points listed as **Ap-
pendix 11-Management Check List.”

74. Excellent descriptive analyses of structures and organizations in management can be
found in McLamey and Berliner, pp. 38—56 and 100-119, including discussion of *‘span of super-
vision,”” **chain of command.”” and ‘‘unity of command,’’ as well as functions of line and staff
personnel. See also Filley and House, Chapters 4, ‘‘Management Process and Organizational
Design’* (pp. 69-100), 9, **Division of Labor’" (pp. 212-238), and 11, ‘‘Line and Staff Rela-
tionships™ (pp. 257-280). Cf. George R. Terry, Principles of Management, 4th ed., (Homewood,
Ill.: Richard D. Irwin, Inc., 1964), Chapters 15, ‘‘Modern Organizational Concepts and Depart-
mentalization’” (pp. 303-331), 18, **Authority Relationships’" (pp. 388-418). and 20, “Organiza-
tion Charts and Manuals'’ (pp. 443-462).

75. Cf. Reinsch and Ellis, pp. 38-39: “‘Guiding an organization is not an exact science.
. . . Most people think of organization planning in terms of an organization chart—a picture of the
relationships among departments and, to some extent, among people working in these departments.
But no chart can reveal all the complexities of the human relationships in an organization and there
is no such thing as a perfect plan for any organization. The best plan reconciles the theoretical ideal
with the human resources available to do the job.”’ Similar cautions are noted by Robert Townsend,
Up the Organization, p. 187, who urges managers (o assume that every man and woman is a
human being, not a rectangle. In The Folkiore of Managemen:, Clarence B. Randall distinguishes
between the usefulness of preparing an organization chart and the mindlessness of abusing the chart
by letting it replace team play among persons and causing it to inhibit flexibility and responsible en-
terprise on the company’s behalf.

76. Except where noted, the charts were submitted to and anonymously published by the
NAB in Television Station Organization Charts (1968) and Radio Siation Organization Charts
(1969). Sources of other charts were WGN-AM-TV, Chicago (the original edition of Broadcast
Management, pp. 32-33), and WSIV(TV)-WTRC/WFIM(FM) South Bend-Elkhart, Indiana.
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77. For brief comments on specifically broadcast station organization relationships, see Edd
Routt, The Business of Radio Broadcasting (Blue Ridge Summit, Pa.: Tab Books, 1972), pp.
167 ff. and 186-188 (itemized lists of on-air personnel needed for various kinds of radio formats);
Johnson and Jones, Modern Radio Station Practices (Belmont, Calif.: Wadsworth, 1972), pp.
20-23: Robert H. Coddington, Modern Radio Broadcasting: Management and Operation in Small-
to-Medium Markets, Chapter 9, ‘'The Staff,”” pp. 143-158: and Sol Robinson, Broadcas: Station
Operating Guide (Blue Ridge Summit, Pa.: Tab Books, 1969}, Chapter 5, **Staffing a Station,”’
especially pp. 103-104, 109-112, and 136-138.

78. NAB Dept. of Broadcast Management, *'Television 1974/Employee Wage & Salary
Report,”” and ‘‘Radio 1974/Employee Wage & Salary Report.”’ (Washington, D.C.: National
Assoc. of Broadcasters, 1974). These figures are similar to those reported by Lawrence W. Lichty
and Joseph M. Ripley, “'Size and Composition of Broadcasting Stations’ Staffs,”” Journal! of
Broadcasting. X1:2 (Spring 1967), pp. 139-151. See also similar data in annual editions of Broad-
casting Yearbook (Washington, D.C.: Broadcasting Publications, Inc.)

79. Floorplan: KOB, Albuguergue, N. Mex., Broadcast News (RCA), July 1968, p. 11.
Complete description and floorplans of KRON-TV, San Francisco in **How KRON-TV Planned a
$5 Million All-Color ‘New Look’ Station,”’ Broadcast News (RCA), December, 1966, pp. 10-27.
Floorplan: KDMS/KRIL, Eldorado. Ark., ‘*Idea Portfolio: Station Floor Plans that Work,"* BM/E,
Aug. 1968, pp. 3¢4-37. Floorplan: “*Plan C,”’ in **Radio-Station Floor Plans,” Broadcast Engi-
neering, Mar. 1966, pp. 21-25. For photographs, floorplans, and descriptive texts about well-
designed, efficiently laid out AM, FM, and TV stations, see *‘Best Station Award Contest,”’
BM/E, December 1974, pp- 26-57.

80. McLamey and Berliner, p. 50. The EBU management conference in Brussels in 1972
recognized that many broadcast organizations reach a growth threshold beyond which it is no
longer possible to direct and control them adequately without extensive decentralization of powers
and responsibilities. They also pointed out that joint management of both radio and television
operations may be feasible only with an employed staff of up to 100 people; *‘above this threshold,
management becomes so complex that the [two] media must be separated if their specificity is to be
respected,”’ Robert Wangermee, *‘Towards Modern Management in Broadcasting,”” EBU (Euro-
pean Broadcasting Union) Review, XXIII:6 {Nov. 1972), p. 34.

81. “*People in Broadcasting,”’ National Assoc. of Broadcasters, Washington, D.C., 1962.
Among several articles based on those data which were published separately, see *'Broadcasting
Management.'" Journal of Broadcasting, V1:3 (Summer 1962), pp. 255-264.

82. Charles E. Winick, “*The Television Station Manager,’* Advanced Management Jour-
nal, XXXI:1 (Jan. 1966}, pp. 53—60. reported data from 287 managers of television stations. Ber-
nard Gallagher summarized replies from 457 radio station managers tn **The Gallagher Report,””
Dec. 7, 1971, (second section), pp. 1-2. Thomas W. Bohn and Robert K. Clark, under a grant
from the NAB, studied survey responses from 112 radio station managers in communities of
10,000 population or less: “*Small Market Media Managers: A Profile,”’ Journal of Broadcasting,
XVI.2 (Spring 1972), pp. 205-215.

83. Sic Bohn and Clark, p. 213; but figures cited in their table on p. 207 indicated that only
38 per cent of radio station managers had attended or completed college and 6 per cent had done
graduate studies.

84. Until recent years, college courses related to broadcasting tended to be speech-oriented
for public performance and on-air announcing. Except for electrical engineering, only speech or
journalism (for news) or business (economics) offered curriculum !listings for prospective broad-
casters. Within the last 20 years or less, major universities and ¢ven smaller colleges introduced
academic courses such as history and criticism of radio and television, writing for the media (copy
and continuity as well as dramatic scripting), advertising, regulation and law, management, analysis
of social effects of media, in addition to radio and television studio production.

By 1975 the NAB reported in its 14th survey of American institutions of higher leamning
that 205 schools offered the bachelor’s degree with a major in broadcast studies, 99 schools offered
a master’s degree, and 27 schools offered a doctorate with an emphasis in broadcasting. A total of
228 four-year colleges responded to the survey that they offered a major or at least course work in
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radio-television; 62 junior or community colleges also offered programs of study in broadcasting or
at least radio-TV courses. Harold Niven, Fourteenth Report: Broadcast Programs in American
Colleges and Universities, 1974—1975 (Washington, D.C.: National Association of Broadcasters,
1975).

85. Complete figures can be compared with the 1962 APBE-NAB swdy, which tabulated
the average earnings of radio station managers at $12,500 per year and the average annual earnings
of television station managers at $20,000. Gallagher’s question # 10 provided multiple categories,
and were reported according to 1970 station income levels listed in the first column. (Percentages
of the 457 responding stations were, respectively: 29.5% under $100,000; 34.4%, 24.1%, 7.4%
and 4.6%.)

APPROXIMATE 1970 INCOME AS RADIO STATION MANAGER

Under  310,000- $20,000- 330,000~ 340.000- $70,000

Station Income 310,000 19,999 29,999 39,999 69,999 or more
Under $100,000 18.9% 54.8% 6.3% o % o % o %
$100,000 to $199,999 3.3 61.8 31.6 2.0 1.3 0
$200,000 to $499,999 2.8 33.9 40.3 16.5 6.5 o
$500,000 to $999,999 0 8.8 44.2 32.4 11.7 2.9
$1.000,000 or more 0 o 15.0 25.0 50.0 10.0
All 12.9 46.0 26.8 8.4 5.3 0.6

86. Cited in *'Editorials: the Confidence Gap,’’ Broadcasting, Nov. 29, 1972, p. 100; and
in “*What America Thinks of Itself,”” Newsweek, Dec. 10, 1973, pp. 40, 45, 48. See the final
pages of Chapter 10 below.

WwWwWw. americanradiohistorv.com


www.americanradiohistory.com

The Management

of Personnel

It is important to realize that conformity must be taught, whereas
truth and principle are ultimately learned.
—ALDEN Dow, Architect !

THE NUMBER OF PEOPLE who are employed in American broadcasting is rela-
tively small, compared with other major industries. Some 141,700 persons
were employed full- and part-time in commercial and noncommercial radio and
television when the FCC surveyed the industry in 1974.2 General Electric in
Schenectady, New York, and Boeing aircraft in Seattle, Washington, each
employ almost that many full-time persons. For 1972, the FCC reported 61,858
full-time and 18,344 part-time employees in radio, and 52,858 full-time and
6,528 part-time employees in television (one out of five TV employees worked
at networks).?® Detailed figures are in Table I.

Men outnumber women in broadcasting by a ratio of four to one; 35,765
or 25.2 per cent of employees were women in 1974. Those women hold re-
sponsible positions in all phases of broadcasting. More than 3,000 women were
either salaried managers or owners of stations.* In 1974 more than one in ten
broadcast employees was a member of a major minority group: 11,188 Blacks
(7.8%), 4,745 Spanish-surnamed (3.3%). 1,018 Orientals (.7%), and 611
American Indians (.4%).

When we speak of managing personnel at broadcast stations, about how
many people are we talking? Approximately three times as many persons are
employed by television stations, as are employed by radio stations. One out of
five TV stations employed fewer than 25 people in 1974, while another one-
fourth in the largest markets employed from 8o to over 100 people. Half of all
the TV stations in the United States employed approximately 50 persons. One-
half of all AM and FM stations employed fewer than 11 full-time persons; only
one-tenth of the radio stations had more than 25 staff members.? (Staff numbers
vary with the sizes of the station and of the markets, as described in Chapter 2.)

81
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TABLE |
BROADCAST EMPLOYMENT, 1972

FULL-TIME PART-TIME
RADIO
AM & AM-FM
4 Networks * 876 25
20 O&0 Stations t 1,476 106
4,229 other stations 49,708 15,289
FM Only
832 stations t 5,798 2,924
TOTAL, Radio: 61,858 18.344
TELEVISION
3 Networks 10,465 1,945
15 0&0 Stations 4,543 249
648 other stations: 475 VHF 31,905 3.453
173 UHF 5945 881
TOTAL, Television: 52,858 __62
GRAND TOTALS, Radio & Television: 114,716 24,872

* CBS, Mutual, NBC, and ABC's 3 AM and 1 FM networks.

1 14 AM, 6 AM-FM combination stations.

1 Includes 14 network 040 FM stations.

Source: FCC. 3%th Annual Report. Fiscal Year 1973 (Washington, D.C.: U.S. Government Printing
Office, [1974]), pp. 238, 249, 253.

No other element of the broadcasting enterprise is capable of delivering
as great a return on investment as its human resources. Superior physical plants
and technical facilities depreciate in net worth over a period of years. But the
values of people to a station should increase as their period of employment
lengthens.

The station manager should realize that his ultimate successes are depen-
dent upon the interests and the abilities of his station employees. He needs to
give top priority to the maintenance of good human relations. If he regards the
management of people as one of his major responsibilities and gives adequate
attention to this aspect of administration, he may discover that the efficiency of
his employees increases proportionately.

Whenever those employees have excellent morale plus a high degree of
station loyalty, creativity and productivity may be expected to expand. Contin-
ual vigilance, then, is necessary in employee relations. Regular managerial at-
tention needs to be directed to matters of paramount importance to the working
staff. Equitable wages and salaries, proper recognition for work achievement,
and opportunities for advancement in the organization are vital. Most em-
ployees want assurance that, if their assignments are accomplished satisfac-
torily, they need not be concerned about their job security.

Because it is identified as a form of show business, broadcasting attracts
many creative people. If such talented persons find that their work assignments
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are merely routine, the odds are that the most creative will seek positions else-
where. Creative people must have opportunity to use their talents.

It is one achievement to hire the best qualified people available. It is
another to keep them. To sustain their top performance is an all-important duty
of successful management.

SELECTION OF PERSONNEL

Broadcasters in many companies follow the standard of two weeks’ no-
tice for resignation or for dismissal. The notice gives the station only the two-
week period to locate replacements. This is hardly adequate for looking over
the field of available personnel and for making a satisfactory selection. Some-
times, as the time period for securing a replacement nears an end without likely
prospects, the first available person is hired.

Where do stations find short-notice replacement personnel? Sometimes,
desperate telephone calls are made to commercial and educational placement
bureaus. A few positions are filled by ‘‘drifters’’ who just happen by when
there is a vacancy. Contacts with other broadcasters may unearth a few pros-
pects. Many stations advertise for help.

Small stations often have to settle for people currently unemployed in
broadcasting. Seldom can they make offers lucrative enough to interest em-
ployees of other stations. In some cases, they turn to people who are employed
in other lines of work in the community. Larger stations usually can find people
in smaller operations who have worked long enough to prove their abilities.
Some stations keep people on their payrolls who are not as able as they should
be rather than face the task of giving notice of termination and then searching
for replacements.

What about hiring personnel from other stations? Walter Lowen of the
Walter Lowen Placement Agency has listed four factors that motivate people to
change positions: greater security in the new position, more opportunity for ad-
vancement; promise of greater happiness in the new environment; and more
money. While money is an important consideration, usually it does not consti-
tute sufficient motivation to change positions unless the other three factors are
also favorable.® And, of course, larger stations can seek replacements by ad-
vancing personnel already within the company, selecting by seniority, ability,
competition or other basis. Then outside recruitment centers mostly on the
lower-level job replacement (as reflected in the CBS policy statement on inter-
nal promotion, described below).

Neither recruitment nor replacement is an easy task. Both involve a
greater amount of searching than is usually done at present by many broadcas-
ters. A station committed to a rational long-range employment policy will enjoy
notable advantages over the station that merely fills vacancies with the first
chance applicants available.

Whatever the source of new people, someone on the staff should be
designated as personnel director. In the smaller stations, this may be the re-
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sponsibility of the station manager or of the program manager. At the opposite
extreme, some metropolitan stations that operate radio and television properties
have found it desirable to employ a full-time personnel director, who is as-
signed the leadership function for all non-union employees plus, frequently, a
director of industrial relations responsible for relations with union personnel.
Sometimes it is a combined executive position.

In addition to the authority to choose new or replacement staff people, the
director of personnel (and/or industrial relations) should be in charge of em-
ployee development. He should also be the official representative to confer with
all staff personnel in matters concerning individual and corporate welfare,
complaints and benefits.

College and University Recruitment

It is, perhaps, an insufficient concern with the long-term future of stations
that as much as anything else accounts for the general apathetic attitude of
broadcast management toward planned recruitment. Yet, there is enormous
waste in a system that does not provide an adequate screening of employees to
select the very best. Also, it hardly seems efficient for large stations to pirate
people from the smaller stations as a general policy and not develop at least a
few new people on their own. Somehow, it is basically wrong to expect small
stations to accept all the gambles of experimentation with inexperienced peo-
ple, thereby absorbing the high costs of frequent ‘‘turnovers.” No one doubts
the advantages of an informal ‘‘farm system,’’ but an essential factor even in a
baseball farm club system is a carefully conceived and executed recruitment
plan.

It would seem profitable even for small stations to conduct annual inter-
viewing sessions at the colleges and universities nearest them whether vacan-
cies are anticipated or not. Most colleges maintain facilities for the interviewing
of graduating seniors; those facilities are usually used to capacity throughout
the academic year. But seniors interested in careers in broadcasting seldom
have opportunities to talk with recruiters from broadcasting stations. Con-
sequently, many outstanding young prospects for the radio and television in-
dustry are lost to other businesses and industries. This has been particularly true
of those young people who are interested in careers in sales. It seems wasteful
to disregard almost completely this resource of the college campus, as the ma-
jority of station managers have done.

Usually, college graduates are available at two, three or four times each
year, with most availabilities coming in May or June. Other times when the tal-
ent pool is replenished to some extent by the colleges are usually August,
December, January and March. Correspondence with college authorities will
pave the way toward interviews and selections. A college degree in itself is no
automatic guarantee of excellence. Interviews with the recommended students
should be combined with a follow-up check with the faculty in the students’
major areas of study.

Minority persons can be recruited from colleges and from local minority
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organizations which can identify apt prospects for broadcast training and em-
ployment, including minority people who have demonstrated leadership and a
sense of organization among their own groups and who might be very capable
in management-related responsibilities in a radio or television station in their
community.

Problems in Finding Qualified Employees

Even a decade ago, before the delicate issue of minority employment in
broadcasting crested, broadcasters noted the difficulties in finding fully quali-
fied personnel.?” Most station managers in radio and television reported their
greatest difficulty lay in attracting competent salesmen. But they had little dif-
ficulty in finding persons interested in being announcers and disc jockeys, al-
though too many of those interested were not adequately qualified. Newsmen
and continuity writers of competence were also difficult to find. Recurring
reasons for ‘‘under-qualified’’ for all categonies of jobs included: applicants
lacked knowledge of the industry, they desired to advance rapidly without com-
mensurate expertise, and they were overly impressed by the ‘‘glamour’ of
broadcasting.

Obviously radio stations in small markets must particularly concern them-
selves with adaptability of new employees who can perform various kinds of
jobs and who can work comfortably in a small physical area and close to the
rest of the small staff.® This need for versatility and compatability is often
coupled with the limited experience of a new employee who is hired for rela-
tively low wages. Further, the small station in a small market repeatedly expe-
riences the turnover of personnel who have achieved moderate success in that
station and, having perfected their skills, are then attracted away to larger
operations. Hoffer encourages the local station manager whose talent con-
tinually moves on to larger markets by noting that the local broadcaster

. obviously must possess the ability to develop talent—to find it, nuture it,
and stand back as it blossoms. . . . The point is not to set up goals that cannot
be attained realistically, yet still provide sufficient Challenges to the newcomer.
Make it exciting. not boring. Make it fruitful. not deprecating. Once such a favor-
able reputation can be established for an operator, chances are that people will
want to come to you.*”

Coddington recommends that sraall-market stations seek employees who prefer
the less hectic pace and wide local recognition and respect of small towns
where they can participate in civic activities as leaders. In this way small sta-
tions can attract professionally qualified staff members whose turnover will be
minimal.

What motivates people to enter the broadcasting industry, in the first
place? In the NAB’s national survey of almost two thousand broadcast em-
ployees, one-fifth cited ‘‘professional suitability’'; another one-fifth looked to
‘*opportunity for self expression’’; and another fifth of the respondents noted a
‘‘general liking for the industry.’’” !° More than one-tenth chose broadcasting
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for career advancement. Another tenth attributed their entrance into broadcast-
ing to ‘‘chance or expediency.”” About one in twenty said they were influenced
by others already in the field. The largest disparity of purpose between radio
(only 2.9%) and television (11.3%) employees was ‘‘challenge of new media
for advertising purposes.”’ Having entered the field and experienced it first-
hand, those same respondents offered recommendations for work experience
prior to broadcasting employment.'! The largest single category (recommended
by 16%) was technical education and/or experience in fields related to broad-
casting such as photography, radio-TV repair and amateur radio. Almost as
many (14%) recommended broadcast training—in high school, college, voca-
tional school and on-the-job in stations. About one-tenth of the respondents
suggested general liberal arts education in high school and college, emphasiz-
ing English, grammar, dramatics. Another tenth recommended sales and/or
promotional training and experience. Slightly fewer (8%) urged show business
experience in professional or amateur theatrical work, music and motion pic-
tures. About 6 per cent commended business education and experience (market-
ing, accounting, law). That these recommendations probably reflected their
own interests. talents and current jobs in production or management or sales
was indicated in the disparity of support for ‘‘public contact experience’’ (pub-
lic speaking, lecturing, politics, or other activities where personality must be
projected), recommended by only 3.9 percent of television respondents and by
11.5 per cent of radio respondents.

While most of those employees had attended high school, half of those in
radio and one-third in television had also attended vocational or training
schools, the greatest number emphasizing radio-TV engineering (42%) and
radio-TV production and announcing (22%). Of the 72 per cent of TV em-
ployees and 60 per cent of radio employees who went to college (one-half of
them through to graduation), about one-third majored in liberal arts, one-fifth
majored in radio-television, one-seventh majored in business administration,
and another seventh in engineering; about one in 14 majored in journalism. Fi-
nally, about a tenth of all employees in television and 6 per cent of those in
radio had taken graduate courses (one-third of both groups completing their
degree work). Emphasis in graduate school was about 30 per cent in liberal arts
and 30 per cent in radio-television courses. About 13.5 per cent took graduate
work in fine arts; 10 per cent studied law, and 7.5 per cent studied business.
One in 20 employees had done graduate study in government, and the same
proportion had studied science. Although no radio employees did graduate
work in public relations, almost one-twentieth of TV employees studied that
area.

From those 2,000 employees, averaging about 35 years of age, with 10
years in broadcasting at the time, it seemed that liberal arts and broadcasting
studies as well as vocational training served as background to their positions in
radio and television. But by the early 1970s, the development of television
news at local stations threw greater emphasis on background knowledge and
skills more specifically related to that phase of broadcasting. In 1971 Fang and
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Gerval reported that news directors at 425 commercial VHF and UHF stations
in the U.S. checked the following first choice responses to the question,
**Given the following choices, who would you hire as a reporter?’:

176—Reporter with 2 years’ experience, no college education
165-College graduate in broadcast journalism, no experience
50—-College graduate with another major, no experience
24-Local youth. junior college graduate. no experience
10-Broadcasting trade school graduate, no experience '2

Those news directors who preferred to hire as reporters college graduates with
majors other than broadcast journalism listed the following: political science,
14; English, 11; liberal arts, 9; history, 6 print journalism, 4; telecommunica-
tions, 3: speech, social science, humanities, 1 each. In addition to formal edu-
cational background, those news directors mentioned the following skills which
they sought in reporters whom they hired: writing ability (160 mentions), on-air
characteristics (90), knowledge of photography (60), knowledge of film editing
(22), reporting skill (12), ability to type (12), knowledge of how to use sound
equipment (10). Finally, kinds of descriptive adjectives or nouns used by re-
spondents about applicants’ personal qualities were categorized:

9o times: energy. desire. eagerness, self-starter, enthusiasm,

53 times: positive attitudes, good manners. maturity, stable personality.
22 times: hard worker. not afraid to work long hours. a real work horse.
20 times: imagination, creativity. ingenuity. expressiveness.

17 times: good habits. clean and neat, clean-cut, no personal hangups.
16 times: ability to work with others, congenial, cooperative.

14 times: objective, open-minded. clear-headed.

13 times: dependable, reliable, dedicated.

EMPLOYMENT OF MINORITIES, INCLUDING WOMEN

Larger broadcast companies may have, in addition to personnel directors,
“*affirmative action officers’’ who are responsible for attracting, and recom-
mending for hiring and promotion, members of minority groups. Loring and
Wells urge that, if at all possible, hiring and advancement of minority persons
should not be internally competitive, whereby one minority (such as male
Blacks or Chicanos) will be given advantageous treatment over another minor-
ity (such as women or Puerto Ricans).

To pit one group against the other is to undermine the objectives of both.
One way to avoid such problems is to select an aware woman who can work with
the minority man who is now in affirmative action work. Equal status between
them eliminates possible conflicts of interest and makes visible management’s
equal commitment to both groups. This delicate balance in black/white, male/fe-
maie advancement must be weighed in the final selection and placement of affir-
mative action officers as well as in implementing the program.'3
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