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UNIT-1: IMPORTANCE OF THEORIES IN
MANAGEMENT
1.0

UNIT STRUCTURE
1.1 Learning Objectives
1.2 Introduction
1.3 Definition of Management
1.4 Definition of Theories
1.5 Role and Importance of theories in Management perspective
1.6 Fathers of Management
1.7 Check Your Progress

1.1

LEARNING OBJECTIVES

The objective of this unit is to learn the basic concept about theories from management
perspective and its importance in the field of management.
After reading this unit you will be able to able to understand
 Theories of management
 Importance of theories in management
1.2

INTRODUCTION

In yesteryears people lived and interacted in small groups where individual needs,
wants and demands were met very easily. The buyers and sellers met personally and
organized their efforts. But as societies grew larger and the organizations even larger
the people hardly met each other. The buyers and sellers were thousand miles apart
with numerous other people in between co-coordinating the day-to-day activities. It
was during this time that the need for management was essentially felt. As
organizations spread their wings, with goals and objectives to achieve, the function of
managers became all the more important. Not only greater reliance on group effort was
realised, but also individual motivations and achievements were stressed upon. This
initiated the concept of management.
1.3

DEFINITION OF MANAGEMENT
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Management is an artistic creativity that deals with science when it comes to manage
people to make them achieve their goals. And managers are the supervisors who look
after such an arrangement wherein it would be easier for everyone to achieve their
respective goals and objectives.
Management is the process of designing and maintaining an environment in which
individuals, working together in groups, efficiently accomplish their selected aims
(Koontz and Weihrich 1990, p. 4). This definition encompasses the basic foundation of
the term management.
Managers are supposed to carry out the managerial functions of planning, organizing,
staffing, leading, and controlling.
The term management refers to any kind of organization and to managers at all levels
of the organization although the aim of all managers remains the same – to create
surplus. Finally, last but not the least managing concerns mainly with productivity
which entails effectiveness and efficiency in administration, leadership and human
resources, which helps in the complex decision making process.
1.4

DEFINITION OF THEORIES

Theories are perspectives with which people make sense of their world experiences
(Stoner et. al. 1995, pp. 31-2). Theory builds up a framework of concepts-perceptions
that are formed by generalizations and principles (hypotheses that reflect reality) and
provides us with an area of knowledge. Theory is “in its lowest form a classification, a
set of pigeon holes, a filing cabinet in which fact can accumulate. Nothing is more lost
than a loose fact” (Homans 1958, p. 5). The knowledge of the theory provides some
insights into the otherwise meaningless scattered information. The reasons why theory
is important area.
b.
c.

1.5

It provides us an understanding of what we experience and feel.
It helps us to understand and communicate the deeper complexities of
human relationships and understanding.
And although theories have their own limitations yet it challenges us to
move beyond and further for greater learning.

ROLE AND IMPORTANCE OF THEORIES IN MANAGEMENT
PRESPECTIVE
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Theories on management help us to understand the corpus of management which are
so developed that they enable the managers to increase their efficiency, service qualities
and productivity. And as corporations have changed with changing times, their working
nature and culture too has changed, giving rise to numerous theories.
On one hand when the traditional management theories stress on increasing the
efficiency of the employees, the modern theories innovate new theories with standards
of the 21st century and stress on the leadership and management of the employees
without harming their interest.
Basically, the theory of management directs a company on how the organization should
run, elaborating on the basic principles of employment and relationship between the
supervisors and managers, maintaining highest standards of ethical and human values.
Traditional Theories
Traditional theories include Scientific Management Theory, Human
Relations/Administrative Management Theories, and Bureaucratic
Management Theory. Organizations can employ and implement any of these.
Contemporary Theories
These theories include Contingency Theory, System Theory and Theory X and
Y for Motivation, as well as, Chaos Theory. Organizations can implement any
of these theories satisfactorily.
An organization is free to choose any one of them or a mix of them to run the
organization efficiently.
1.6

FATHERS OF MANAGEMENT

Peter F Drucker (1909-2005) is known as the Father
of Modern Management. Drucker was considered a
management visionary for he was first to say that
employees were an asset to the organizations, where
finances should come last and marketing and
innovation should be stressed.
One of the first influential economists to define
businesses as social institutions who believed that
businesses should reflect the beliefs and social values of the society at large. He
considered the managers and the supervisors as the father figures of the employees.
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Drucker introduced the SMART system of decision making which revolutionized
many industries. In the SMART system goals are:
a.
Specific- focused objectives with specific mission and target.
b.
Measurable- objectives should have certain parameters and should
be easily measurable.
c.
Achievable- objectives should be such that can be easily achieved.
d.
Realistic – they should be realistic and not involve any fiction
e.
Time-related- it should be within a deadline.
Frederick W Taylor
Frederick W. Taylor was the first man in recorded history that deemed work
deserving of systematic observation and
study. Taylor’s scientific management has
helped in the evolution of the working
class.
Scientific management as a philosophy
has resulted from a combination of four
important underlying principles of
management.
First, the development of a true science,
Second, the scientific selection of the workers,
Third, their scientific education and development,
Fourth intimate co-operation between management and their men.
Advantages of Scientific Management
a.
Application and use of scientific methods.
b.
Wide scope for specialization and accurate planning.
c.
Minimum wastages of materials, time and money.
d.
Cordial relations between workers and management.
e.
Benefits to workers (higher wages and less burden of work),
management (cost reduction, better quality productions) and
consumers (superior goods at lower prices)
Henri Fayol
Henry Fayol (1841-1925) treated as the father of modern theory of general
and industrial management developed his management principles and
general management theory. He developed fourteen principles of
management out of his practical experience which are universal in character
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and are applicable to all types of organizations. Each principle suggested by
him has specific meaning and significance.
Henri Fayol in his book defined 14 key principles of management
(administration) that are still valid today, as follows:
•
Division of work - specialization encourages workers to
improve skills and working methods
•
Authority - the right to give orders and the power to require
obedience
•
Discipline - there shall be no loosening or softening of the
rules
•
Unity of command - each employee has a clearly designated
supervisor
•
Unity of direction - only one leader creates a unified plan, in
which each worker plays his role
•
Subordination of individual interests to the general interest only interests of the collective must be monitored in the
workplace
•
Remuneration - employees must receive adequate
remuneration
•
Centralization - decision are made from above
•
Scalar chain - command line runs from the top to bottom, as
in the army
•
Order - all staff and all the material has a specified place and
have to stay there
•
Equity - with all employees must be treated as equal
•
Stability of tenure of personnel - minimum personnel
replacement is desirable
•
Initiative - personnel involved in planning must develop high
effort
•
Esprit de corps (team spirit) - between workers prevails
coherence and harmony
1.7

CHECK YOUR PROGRESS
1.

How are theories important from management perspective?
_________________________________________________________
_________________________________________________________
_________________________________________________________
_________________________________________________________
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2.

How the Fathers of management have contributed in the field of
management?
_________________________________________________________
_________________________________________________________
_________________________________________________________
_________________________________________________________
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UNIT-2

2.0

HISTORICAL TRENDS AND PATTERNS IN
MEDIA MANAGEMENT THEORY
Unit Structure
2.1 Learning Objectives
2.2 Introduction
2.3 Differences in Media and other industries
2.4 Theories on General Management
2.5 The rise of Media Management as a field
2.6 Check Your Progress

2.1

LEARNING OBJECTIVES

The objective of this unit is to learn what were the trends and patterns of management
before media management evolved as a discipline.
After reading this unit you will be able to able to understand
• Historical trends of media management
• Rise of media management as a field.
2.2

INTRODUCTION

Media faces dual challenges from management perspective-as a highly creative and
technology oriented process involving logic, public opinions, editorial content, revenue
generation and even marketing and strategy development. Coupled with this is its effect
on democracy and information accessibility. This development has often led the media
houses to reshuffle their employee strengths, innovate ideas to maintain their
circulation figures, and generate revenue to sustain them in this highly competitive and
digitized market.
The media houses are now spoilt with an array of choices yet they are baffled as there
is no one fit-for all model. With the rise of digital platforms it is yet to be seen whether
the desired revenue generation can take place, whether these platforms can replace the
old and traditional platforms. Although many media houses are experimenting with pay
walls and many more but the success rate is yet to reach the desired target as people
still don’t have an easy access to these. Therefore the need of the hour is to reinvent,
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innovate new revenue models, services and products that align with the platforms but
not ignoring the traditional ones at the same time.
2.3

DIFFERENCES IN MEDIA AND OTHER INDUSTRIES

Certain differences exist between media products and other products. Likea.
Media products are creative in nature based on concepts, opinions,
information, and ideas.
b.
They involve artistic and literary endeavour which entitles them for
special benefits from copyrights and other related rights.
c.
Consumers can easily relate to media companies because of their
visibility and its very unique nature whereby media becomes a part of
day-to-day lives and a celebrity status attached to it.
d.
Also media are highly affected by various socio-political and cultural
public policies which in turn affect our daily lives.
e.
Media relies upon publicly controlled spaces which are not only
mediated but highly opinionated such as radio, television and internet
f.
The supply and demand factors here are also not like the other
industries. Here audiences are the consumers and entertainment and
information remains the primary demand.
g.
According to Picard, media companies tend to face less direct
competition than other types of companies (Picard, 2002). The number
of newspapers and television channels in markets tend to be far lower
than the number of shoe stores or pizza shops, for example. Similarly
the number of major cable channels is far lower than the number of
laundry detergents available.
h.
Bogart, 1995; Fuller, 1996; Gans, 2003; Wolf, 2003; Stewart, 2005 feels
that media decisions are governed by cultural, social, and artistic
factors. Not always economics gets the priority. Many times people
produce something to give expression to their artistic potential or to
achieve a celebrity status.
i.
According to Küng Shankelman, 2000; Underwood, 1993 difference
also lies in the methods of production as it involves good deal of
professional autonomy. As a result, organizational conflict is ingrained
in media businesses and content creators and managers often differ on
goals to an extent uncommon in most industries.
j.
The distribution mechanism and the costing pattern are also different in
case of media products. For example when the newspaper houses shifted
from print version to digitized version or e-paper the cost of production
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k.

l.

m.

n.

o.

p.

automatically came down considerably. Again streaming of movies
online or hotstar can also minimize the cost of production.
Finally, many media products are vulnerable to piracy and
counterfeiting in ways other general consumer products are not.
Because of the technologies required, an individual cannot easily
counterfeit a Porsche Cayenne in their garage but can create counterfeit
copies of motion pictures in that same garage with relatively
inexpensive digital technologies. The ease and ability to make
unauthorized uses of media products can interfere with legitimate
supply and affect both its costs and revenues (Picard, 2005). Because of
the significance of recovering costs for media products that fail,
companies promote action again piracy and counterfeiting to protect
their ability to receive revenue from successful products.
The most important characteristic of media compared to other products
and services is the high unpredictability of success of a product. This
occurs because of difficulties in forecasting product quality and
consumer demand and as consumers choose content they have
significant power in the media markets.
Another unique property of media is that there are multiple reuses for
media products and the reuses may be more valuable than the original
use (Vogel, 2004). Motion picture, for example, have multiple uses after
theatrical exhibition: cable license sales, video sales and rentals,
television license sales, etc. and audio recordings can be secondarily
sold for various types of audio collections and soundtracks.
Media products tend to be consumed more often than other products and
the time devoted to their consumption—especially that for television
and radio programs and audio recordings—is far beyond that for other
products. These factors create unique relationships between consumers
and suppliers that are beyond those experienced in other industries.
Demand is influenced by the dual product (2-sided platform) nature of
commercial media, a factor that influences demand for only a few other
products. Revenue for products in which advertising is carried is not
determined by the time and attention given by audiences alone but also
involves separate demand functions that exist for advertiser
expenditures ( Albarran, 2002). As a result, media products those appeal
to audiences but not to advertisers fail if audiences are unable or not
willing to provide the revenue necessary for the product’s survival.
Finally, it also must be recognized that consumption patterns differ
because many expenditures for acquisition are sunk costs and direct and
immediate expenditures for consumption are not made. Because of
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subscriptions and advertiser financial support for many media, demand
functions for much content does not follow traditional patterns. Instead,
consumers tend to acquire large quantities of content that is not
consumed and of consume a good deal of content that is only minimally
satisfying
Lavine and Wackman (1988) identified five characteristics that differentiate media
industries from other types of businesses. These include
(a)
The perishable commodity of the media product,
(b)
The highly creative employees,
(c)
The organizational structure,
(d)
The societal role of the media (e.g., awareness, influence) and
(e)
The blurring of lines separating traditional media.
Given the unique nature of the media, the study of the management of media
enterprises, institutions, and personnel evolved naturally over time. Therefore it is first
helpful to review the major historical contributions to general management theory.
2.4

THEORIES ON GENERAL MANAGEMENT

There are three theories of management. They areA.

Classical theories of management
Under classical theory there are three streams of thought
a.
Bureaucracy, (Max Weber)
b.
Scientific
Management;
(Frederick Taylor) and
c.
Administrative Management
(Henri Fayol)

B.

The Neo-classical theory of Management:
It includes the following two streams:
a.
Human Relations Approach
and
b.
Behavioral
Sciences
Approach.

C.

The Modern Theory of Management:
It includes the following three streams of thought:
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a.
b.
c.
D.

Quantitative Approach to Management (Operations
Research);
Systems Approach to Management and
Contingency Approach to Management

Administrative Management theory
(Fayol and Urwick) is often considered as the benchmark of
management. Henri Fayol (1841–1925) is often described as the ‘father’
of modern management. He first broke management down into five
distinct elements:
a.
Forecasting and planning – looking into the future and
drawing up action plans
b.
Organizing – building up the material and human
structure of the undertaking
c.
Commanding – maintaining activity amount personnel
d.
Coordinating – unifying and harmonizing activity and
effort
e.
Controlling – ensuring that things conform to rules and
instructions

Fayol’s principles of management
On the basis of the five elements of management, he then proceeded to identify what
he presented as 14 principles for improving managerial effectiveness.
1.
Division of work – specialization encourages continuous improvement,
both in terms of skill and methods.
2.
Authority – the right to give orders and the power to require obedience.
3.
Discipline – a successful organization requires the shared effort of all
staff. Employees must obey, but this is two-sided – they will only
comply if management plays their part by providing good leadership.
4.
Unit of command – employees should have only one boss with no other
conflicting lines of command.
5.
Unity of direction – the entire organization should be aligned and be
moving towards a common goal.
6.
Subordination of individual interests – individual needs and interests
should be subordinate to the needs of the organization.
7.
Remuneration – payment is an important motivator, but should be fair
and reward well directed effort.
8.
Centralization – an element of centralization must always be present and
is part of the ‘natural order’ in an organization.
9.
Line of authority – a hierarchy is necessary for unity of direction.
Odisha State Open University, Sambalpur
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10.
11.
12.
13.
14.

Order – an organization’s requirements must be balanced against its
resources.
Equity – employees must be treated equally and fairly.
Stability of tenure of personnel –employees needs a period of stability
in a job to perform at their best.
Initiative – encouraging staff to show initiative is a source of strength in
an organization.
Esprit de corps – management should foster harmony, cohesion and
morale among the organization’s staff.

POSDCORB
POSDCORB is another acronym that reflects
administrative view of management. Planning,
Organizing, Staffing, Directing, Coordinating, Reporting
and Budgeting which was first coined in a paper on
administrative management that was written for the
Brownlow Committee by Luther Gulick and Lyndall
Urwick. POSDCORB can be used as a systematic
framework for efficiently executing business processes
in a company or by an individual.
Steps of POSDCORB
POSDCORB can be explained in detail below:
1.
Planning: refers to establishing a detailed layout of the work to be
completed and the procedures incorporated to implement them.
2.
Organizing: Organizing involves defining and synchronizing the
various sub-processes or branches of the work to be done.
3.
Staffing: This requires recruiting, selecting the right candidates for the
job, facilitating their orientation and training while maintaining a
favorable work environment.
4.
Directing: This entails decision making and delegating structured
instructions and orders to execute them.
5.
Coordinating: This refers to orchestrating and interlinking the various
components of the work.
6.
Reporting: Reporting involves regularly updating the superior about
the progress or the work related activities. The information
dissemination can be through records or inspection.
7.
Budgeting: Budgeting involves all the activities that are under
Auditing, Accounting, Fiscal Planning and Control.
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2.5

THE RISE OF MEDIA MANAGEMENT AS A FIELD

Media products differ among and between themselves from the perspective of products
and their market, financial, and operational characteristics, which automatically create
differences in business dynamics and managerial issues. Mediums differ in their
characteristics, environment in which they operate, content and revenue generation and
thus experience in one medium does not entail a prior approval in another medium as
managers. In a similar manner managers from other industries also do not automatically
fit into becoming a media manager. Herein lays the importance of media managers and
media management as a subject.
2.6

CHECK YOUR PROGRESS
1.

Elaborate on how media is different from other industries?
______________________________________________________________
______________________________________________________________
______________________________________________________________
______________________________________________________________

2.

What are the essential elements of management based on which Fayol had
devised his fourteen principles?
______________________________________________________________
______________________________________________________________
______________________________________________________________
______________________________________________________________

Odisha State Open University, Sambalpur

Page 13

UNIT-3

3.0

EVOLUTION OF MEDIA MANAGEMENT
THEORY

UNIT STRUCTURE
3.1 Learning Objectives
3.2 Introduction
3.3 Management and Media- the connection
3.4 Newspaper Management
3.5 Broadcast Management
3.6 New Media Management
3.7 Check Your Progress

3.1

LEARNING OBJECTIVES

The objective of this unit is to learn what were the trends and patterns of different forms
of media management.
After reading this unit you will be able to understand
a.
Importance of management in media
b.
Different forms of media management
3.2

INTRODUCTION

Media enterprises are organized entities which strategically thrive on generating and
marketing of media, giving rise to multidimensional competition – an unique
characteristic feature of media market.
Media enterprises operate in three different markets.
a.
In the first market, content like information and entertainment, and also
advertising space are sold. While content is sold to the consumers
advertising space is sold in the advertisements market which gives rise
to dual pattern of revenue generation.
b.
In second type of market, there exists geographic segmentation. Like
FM stations operate at a local level. Newspapers operate at local,
regional, national and even international level. So the marketplace of a
media enterprise consists of the product media markets (consumer
Odisha State Open University, Sambalpur
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c.

3.3

market, advertisement market and procurement market) and the
geographic media market.
The third markets are procurement markets. Media contents are often
not produced by the media houses themselves. They are often bought
from others. For example authors, artists have their copyrights and
licenses which need to be acquired. Rights of a film and events are
purchased exclusively by a channel.

MANAGEMENT AND MEDIA- THE CONNECTION

Among all the types of markets existing on this earth perhaps the most promising
market is that of media, because it is fast paced and dynamic in nature. The rise of new
technologies and emergence of convergence among the existing technologies have
given rise to new consumer behaviors, new markets, new forms of revenue generation
and new content. Needless to say new producers, new directors and host of other
terminologies.
The print medium has been replaced by the e-paper and the m-paper. Televisions shows
are now available on different apps like hotstar. Video-on demand, video games, new
media, internet have all transformed traditional viewing pattern and had given rise to a
new paradigm of communication.
So content providers are increasingly integrating terrestrial transmission with satellite,
cable, broadband and telephony.
A new digital communication technology has emerged with an E- Superhighway
beginning to girdle the globe as voice, video and data converge. New technologies are
gaining wide acceptance due to several advantages like —
a.
Interactivity& Immediacy
b.
Demassification & narrowcasting (customization, segmentation, and
individualization leading to narrowcasting.
c.
Asynchrony (the exchange of data, figures, and conversation takes place
on a real time basis, without the presence of all the participants.
Example videoconferencing).
d.
User friendly and Ease of updating
e.
Time saving and Cost Effective
Convergence is today a reality and India is fast waking up to the digital era, re-shaping
the way the individuals and organizations produce, process, market, collaborate and
share information.
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The rise of citizen journalism is prevalent. Anybody can shoot and start his own blog
and vlog. We’re seeing a disruptive innovations and democratization of the airwaves –
a major shift from a channel based to a network-based world, from ‘push’ to ‘pull’
consumption.
Telephone and desktop computers are passé. Innovation is happening at a disruptive
speed, uprooting the previous technology and embracing the new, with an array of
services and opportunities. Currently an Indian citizen owns his own mobile phone,
many having a smart phone, and personal computer, with many possessing a laptop
even. These technologies satisfy the strong emotional need of the pan Indian to keep
constantly in touch with the family members, friends and peers. Further the Internet
gave rise to an era of e-business which is cost-effective, time saving and also endures
transparency cutting through the age old bureaucracy and red tapism prevalent in India
system of working. The Internet has ushered into a new era where it is concerned with
the creation of wealth not only through production, processing and transportation of
goods but also through information- networks using technological knowhow,
management practices and remote processing, like customer help, medical
transcription, data and research processing etc.
3.4

NEWSPAPER MANAGEMENT

In India newspapers are mostly privately owned media houses. There are managerial
structures and hierarchies at every level of the newspapers. Typically at the topmost
level is the owner whose role is not so perceptible in the day to day functioning. The
highest echelon therefore is the publisher who remains accountable for the economic
decisions of the newspapers to the owners.
The editor-in-chief, or managing editor, is responsible for the actual content of the
newspaper. But throughout the organization there are editors for various sections
(local/metropolitan, sports, business, etc.) that supervise reporters, writers, and other
staff. There are also departments that have nothing to do with the content that provide
support functions; like the marketing department, research department, finance section,
advertising department, and customer service and so on.
The first theoretical perspective on newspaper management was written on newspaper
circulations (Woods, 1952). He also later focused on the production aspect (1963).and
Thayer (1954) provided a comprehensive approach to the business perspective. Rucker
and Williams (1955) considered the organizational structure of the newspaper industry
and the impact it had on management;

Odisha State Open University, Sambalpur

Page 16

Engwall’s (1978) analyzed newsroom management whereas Rankin (1986), Giles
(1987), and Willis (1988). Fink (1988) experimented on strategic management of
newspaper management. Kalleberg, Wallace, Loscocco, Leicht, and Ehm (1987)
conducted the relationship between work force and the changes in the publishing area
and Kalleberg and Berg’s analyzed (1987) the work structures in the newspaper house.
The impact of chain ownership on management practices was discussed by Demers and
Wackman (1988) while Olien, Tichenor and Donohue (1988) compared the
relationship between the corporate owners and newspaper editors.
An emerging area of newspaper studies involves Internet newspapers, especially online
and offline relationships and their implications for management. Lichtenberg (1999)
discussed an emerging concept of online newspapers and their impact on editors and
publishers.
In India not much research on the theoretical perspectives has been done although the
Indian content can boast of its pluralistic nature. Wide diversification of content,
increase in number of newspapers coupled with India’s neo literates have given rise to
a new set of readers.
3.5

BROADCAST MANAGEMENT

a.Radio management
Theoretical perspectives on radio management are based mostly on US studies as a.
America has the largest number of broadcast stations in the world. And
b.
The radio in America is truly commerce driven.
Therefore most of the studies and theories originate from the US.
Few scholarly articles exist which focus exclusively on radio station management.
Radio station management’s attitude toward broadcasting was studied by Abel and
Jacobs (1975) who collected data on the radio station managers. In another study by
Loomis and Albarran (2004) the evolving role of market managers were studied where
25 radio groups participated. it was found that the managers are working long hours
and delegating responsibilities to mid level managers in order to handle more
responsibilities and are focusing more on sales and marketing – how to generate
revenues. Hagin’s dissertation (1994) provides the first study to examine management
of radio duopolies. Economic implications of duopoly ownership were studied by
Chan-Olmsted (1995) whereas Lacy and Riffe (1994) provides a detailed analysis how
competition and group ownership impact on radio news. Shane (1998) and Chambers
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(2001) analyze how regulatory changes are affecting radio, and Chambers (2003)
examines the effects of consolidation on radio industry structure.
Studies by Evans and Smethers (2001) discovered the impact of online radio on
traditional radio and Ren and Chan-Olmsted (2004) studied the different business
models for streaming terrestrial and Internet-based radio stations in the United States.
In India radio management is still an un-explored territory. All India Radio being one
of the oldest government run organization is still trying to grapple with its revenue
generation despite its innovative concepts and widespread reach. The more recent
development FM stations are limited in access and reach and therefore are more
popular among urban youths.
b.Television management
Television came of age around 1950 s but no such book was written on its theoretical
perspective. It was in the 70’s that a book by Schiller, Brock and Rigby (1979), focused
on the cable television and programming and another book by Oringel and Buske
(1987) stressed on the importance of managing a channel accessed by the community.
Television management was studied from the perspective of systems theory by
Covington (1997) who also studied creativity in television in the year 1999.
Interestingly most books on television studied television management from different
theoretical perspectives of various schools of management. Very few have studied
about its managerial processes, and decisions. For example the decision making process
is examined and analyzed by Barber (1958), a detailed survey was conducted about
changes in the media regulatory policies with the media managers by Busby (1979). In
1999, the changes in the regulatory policies of America broke the monopolization of
media firms leading the way to duopolies. While studying Duopoly Albarran and
Loomis (2003) found that managers who handled duopoly were under greater stress
and put more responsibility on the mid level managers. Sales and news performance
occupied greater attention and there were several challenges in merging two stations
and different cultures. Schultz (2002) studied the comparisons among the two-older
and the younger generations and found significant differences in their background, how
they view work, their attitude towards their work, management process in handling
workplace orders and digital implementation of their work. A media firm operating as
Public Service Broadcasting was studied by Tjernstrom (2002).
One of the newest areas that television management is yet to cover is the incorporation
of the internet in the digitization process. Chan-Olmsted and Ha (2003) was one of the
earliest researchers to have offered an early analysis of Internet business models that
are frequently used by TV broadcasters.
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In the global perspective television management is a less discussed area. Then one can
easily comprehend the scenario in India. More detailed study is required in areas where
decision and processes management has to be studied.
3.6

NEW MEDIA MANAGEMENT

As times and technology moved ahead the mediums converged to give a new meaning
to the communication with its speed, accessibility and synchronization of mediums.
But needless to say even as technology moved at a much faster pace, the research in
this area was very negligible even from the global perspective. Two researches in their
theoretical viewpoint was done – one by the Killebrew (2003) who studied the
challenges involved in the integration of two distinct cultures-print and broadcast.
Another was by Lawson-Borders (2003) who analyzed the workings of three media
companies-Tribune, Belo and Media General. The author presented seven observations
of convergence identified as communication, commitment, cooperation, compensation,
culture, competition, and customer and studied each observation from theoretical
perception.
3.7

CHECK YOUR PROGRESS
1.

What is a media market?
_________________________________________________________
_________________________________________________________
_________________________________________________________
_________________________________________________________

2.

How newspaper management has evolved over the years?
_________________________________________________________
_________________________________________________________
_________________________________________________________
_________________________________________________________
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UNIT-4

4.0

DIFFERENT THEORETICAL APPROACHES
IN MEDIA MANAGEMENT

UNIT STRUCTURE
4.1 Learning Objectives
4.2 Introduction
4.3 Strategic Management theory
4.4 Structural theories
4.5 Transnational media theory
4.6 Organizational culture theory
4.7 Technology, innovation and creativity theory
4.8 Leadership theory
4.9 Motivation theory
4.10 Check Your Progress

4.1

LEARNING OBJECTIVES

The objective of this unit is to learn the different media management theories.
After reading this unit you will be able to able to understand
a.
Different media management theories
b.
Their importance in the present day scenario.
4.2

INTRODUCTION

In mass communication and social science research, theory is used in a broad sense and
generally refers to conceptual explanation of phenomena. Among social scientists, a
theory represents the way in which the observers see the environment and its forces
rather than its specific causes, as is the case in the physical sciences. Few theories
developed in the social sciences have met the physical sciences test of describing lawlike causal forces, but social science theories do constitute a set of useful concepts and
frameworks that contribute to general understanding.
For all of their usefulness, theories do have limitations:
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They are focused and very specific; therefore, they cannot give full explanations of all
factors involved. This very characteristic usually results in deterministic explanations.
They tend to be based on narrow, unrealistic assumptions. Theories aim to develop
models used for predictions of future behaviour and consequences, but they need to
deal with complications of the unpredictability of individual humans and social groups.
A theory represents a fairly advanced level of understanding in a particular area and
emerges, if at all, only after considerable research on a specific topic. A conceptual
framework may involve identifying and testing the interrelationship between variables
that emerged in very diverse streams of research.
4.3

STRATEGIC MANAGEMENT THEORIES

Importance of strategic management in media organizations
Strategies are important for careful planning and layout of day- to-day business. In a
world which is fast moving, highly competitive and changing at the speed of thought it
is important for the organization to maintain its standards consistently and keep up to
the consumers’ expectations. Strategic management is a continuous process starting
from its inception – strategy formulations, strategy implementation to evaluation and
control.
Strategic planning a.
Helps an organization to cut through competition ensuring profits over
along run, Motivates the employees to perform, making them more goal
and vision oriented and thus give their best to the organization,
b.
Helps in increasing efficiency of an organization with minimum cost,
c.
It allows effective implementation of policies.
d.
Strategies help in identifying the underlying threats, and opportunities,
strengths and weakness of an organization and thus devise policies that
effectively utilize the resources available and ensure smooth sailing of
an organization.
e.
It acts as guidance for effective decision making.
f.
A wonderful strategy provides a cushioning effect at times of crisis.
Moreover, Greenley stresses that strategic management offers the following
process and personal benefits:
1.
It allows for identification, prioritization, and exploitation of
opportunities.
2.
It provides an objective view of management problems.
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3.
4.
5.
6.
7.
8.
9.
10.
11.
12.
13.
14.

It represents a framework for improved coordination and control of
activities.
It minimizes the effects of adverse conditions and changes.
It allows major decisions to better support established objectives.
It allows more effective allocation of time and resources to identified
opportunities.
It allows fewer resources and less time to be devoted to correcting
erroneous or ad hoc decisions.
It creates a framework for internal communication among personnel.
It helps to integrate the behavior of individuals into a total effort.
It provides a basic for the clarification of individual responsibilities.
It gives encouragement to forward thinking.
It provides a cooperative, integrated, and enthusiastic approach to
tackling problems and opportunities.
It encourages a favorable attitude towards change.
It gives a degree of discipline and formality to the management of a
business.

Media is a fast changing world where the organizations are constantly in move to
impress upon the audiences. Coupled with this are the various market forces which
force the media houses to change their decisions and policies on regular basis. This
implies the importance of strategy implementation in media organization.
Among all the theories of management one of the most discussed and researched theory
is the strategic management theory where the managers deal with various strategies to
bring out the best performance of the company. In media numerous studies have been
conducted and case studies have been developed to understand the dynamics of media
firms and why some media firms do better than the others.
Studies such as how concentration operates in the media market and monopolization of
the media firms has been done by (Albarran, 2002; Compaine & Gomery, 2000), and
how market conditions change and affect the media firms as per the environment
(Albarran & Gormly, 2004; Greco, 1999; Picard, 2004), and exploring various options
for companies which operate in national and international markets with different set of
laws and regulatory settings (Gershon, 2000; Hoskins, Finn, & McFayden, 1994; Liu
& Chan-Olmsted, 2003).
Two conceptual frameworks for studying strategic management are considered to be
dominant theories. (Chan-Olmsted, 2003). One takes into account structure-conductperformance (SCP) framework where industry –organization relationship is considered
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with focus on the core structure of the media and how performance is linked with it. In
case of media houses the organizational structure is very different as it deals with
content as the product and therefore the marketing strategy is also very different. The
economic performance, the traditional measure along with social responsibilities that a
media organization is obliged to fulfill towards the society. Studies by (Busterna 1988;
Gomery, 1989; Ramstad, 1997; Wirth & Bloch, 1995; Young, 2000) have applied this
paradigm to study how media organizations follow this framework and apply in their
management system.
The second framework of strategic management is known as the resource-based view
(RBV), and this builds on the assumption that each firm is unique in their own
characteristic features and has their own collection of resources which help the firms
to conceive and implement strategies that are again unique and cannot be imitated. This
empowers the firm with knowledge based performance; because of its unique
characteristics of information products. (Chan Olmsted, & Kang, 2003; Priest, 1994).
Besides these two established paradigm, another theory has come to place based on
ecological niche theory from the biological sciences. (Dimmick, 2003; Dimmick &
Rothenbuhler, 1984). Niche theory states that different industries create their own
market niches. This explains the stiff competition among the various media
corporations for and the limited resources that they have to compete with for the
eyeballs and the revenue. Also it explores the adaptability of the media with the new
technologies and the different market strategies like mergers and acquisitions etc to
survive in this market.
4.4

STRUCTURAL THEORIES

The pattern and management of media and financial viability have a direct relationship
to the quality and quantity of coverage of news. The media houses have several
departments.
Structure in a media organization
Structures in any organization are important as it defines the hierarchy along with the
decision making authority to the concerned people. In media all decisions rest with the
editors of the media house. Although every media house has their own house policies
which clearly define the dos and don’ts yet everyday decisions are taken by the highest
authority i.e. the editor. Apart from the editors, the sub-editors, the bureau chiefs, the
advertising manager, the marketing and the circulation manager and the resident editors
too hold the keys to taking decisions but in consultation with each other. Theory helps
in identifying the issues that relate to the structure of an organization.
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The primary approach in organizational studies to the study of issues of organizational
structure and their relationship with performance results based on assumptions like
economic viability and logical reasoning.
This theory posits that
companies perform best when
they align their organizational
structure
with
financial
performance
within
the
parameters
of
available
resources. (Donaldson, 1996) .
The era of 1970’s saw the first
research on media ownership
and content in response to the
consolidation of newspaper.
Later in the 90’s, research focused on chain ownership of newspapers, and its effect on
the content, which was again analyzed from different perspectives like editorial
content, advertising space, paid news, political and celebrity endorsements, hard news
vs. soft news, advertising vs. news and coverage of various issues ( Akhavan-Majid,
Rife, & Gopinath, 1991; Busterna & Hansen, 1990; Donohue, Olien, & Tichenor, 1985;
Gaziano, 1989; Glasser, Allen, & Blanks, 1989; Wackman, Gillmor, Gaziano, &
Dennis, 1975). Gradually professional values and editorial decisions and its impact on
the quality of news also started to be researched upon. Researches abound in content
of newspaper but rarely any research has been carried out in broadcast content.
4.5

TRANSNATIONAL MEDIA THEORY

In the present decade there has been a phenomenal rise in the number of media
corporations operating across different countries in the world. For example news
corporations of Rupert Murdoch, Viacom, Times Warner Inc, Disney company and so
on. Transnational media corporations Likewise, TMC’s are conglomerates that actively
export information and entertainment across national borders for their global audiences
to consume through mediums like the internet, radio, TV networks, motion pictures,
and print media (Kamalipour, 2007). Transnational media corporations have extended
their network through regional partnerships, global joint ventures, mergers or
acquisitions, with their agenda of making media free for everyone.
Characteristics of TNC’s
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1.

2.

3.

4.

Extensive distribution network due to the competitive advantages,
unrivalled technical Organizational abilities, i.e. the film and music
industry (Capon, 2014).
Unrivalled access to high-class talent which includes the greatest global
media stars, i.e. actors, musicians, bands, producers, writers and
directors.
Possession of substantial fiscal resources and capital markets to finance
multimillion dollar productions or take-over’s, i.e. AOL’s acquisition of
Time Warner with a $162 billion buyout (Sutel, 2000).
Operating in English which is the language of the largest segment of
global media consumers (1.1 billion).

Criticisms faced by TNC’s
1.
Cultural imperialism: showcasing of Western-oriented content that has
led to massive cultural homogenization. Enforcing common people to
adopt cultures that are contrary to one’s indigenous values such as
alluring lifestyles like dressing, manners.
2.
Endangering media integrity by merging news and entertainment to
create sensational stories at the expense of covering more serious issues
such as development and peace building, giving rise to yellow
journalism. Trivializing serious issues in the garb of cheap
entertainment.
3.
Twisted agenda setting and mediation through one-sided practices such
as refusal to publish or broadcast information they deem contrary to
their business or parent country’s interests and unregulated pricing.
4.
Instigating instability in other parts of the world through their hysterical
and exaggerated news reports, i.e. the 2011 Arab Spring – a series of
violent mass revolutions that spread like wildfire to more than 12
countries in the Middle East. The nature of social media where
everybody is free to give their opinion, activists organized and
publicized the unprecedented protests and the biased reporting by
western mainstream media encouraged the outbreak of civil wars
resulting in millions of deaths (Syria, Iraq) and failed states ( Yemen,
Libya) partly contributing to the ongoing refugee crisis in Europe.
5.
The increased consolidation of global media with many corporations
already highly concentrated and dominated by a small number of firms
who are in control of global information and communication flow
(Downing et al., 2004) resulting in reduced diversity in content.
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6.

They have minimal interest in public affairs except for that which serves
the upper- middle class, i.e. elitist politics, sports, light entertainment,
soaps, and movies.
7.
Competition in media programming thus forcing media consumers to
choose none other than them.
With the rise of transnational media corporations, there has been a much greater thrust
on the theories of how they operate across transnational borders, kinds of consolidation
and diversification are involved in global expansion, how globalizations affects the
quality and the content of the news, films and other media products. How policies of
different countries creates an impact on the media content and how management
structures are designed to operate in several countries simultaneously. Though in its
infancy the transnational theory needs more research.
4.6

ORGANIZATIONAL CULTURE THEORY

Organizational culture is very important for various reasons.
a.
The culture decides the way employees interact at their workplace.
Encouraging them to stay motivated and loyal towards the management.
b.
The culture of the workplace also goes a long way in promoting healthy
competition at the workplace.
c.
The culture of an organization guides the employees through their
policies and gives them a sense of direction at the workplace.
d.
The work culture provides an identity to the organization and thus goes
a long way in creating the brand image of the organization.
e.
The organization culture binds all the employees together and makes
them feel as one family.
Organizational Culture forms an integral part of any organization as it shapes decisions,
determines priorities, influences behaviors, and affects outcomes (Martin & Frost,
1996; Schein, 1992). Culture theory deals with wide range of studies that include news
construction, gate keeping, ownership effects, and organizational innovation. News
construction research studies how variables such as newsroom structures, news
routines, the demographic profile of journalists, and journalists’ relationships with
sources affect the selection and framing of news stories, the processes journalists use
in their work and the way those routines—or professional cultural norms—influence
story and source selection (Ettema et al., 1987; Hirsch, 1977; Shoemaker & Reese,
1991; Tuchman, 1973).
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Another related area of study has been how the technologies of news production; a
factor in organizational culture; influence the professional norms of news routines
(Abbott & Brassfield, 1989; Atwater & Fico, 1986; Lasorsa & Reese, 1990; Peer &
Chestnut, 1995). Media merger outcomes, the effects of media ownership on media
content, the values-based conflict between journalists and their employers, the ability
to foster creativity and innovation in media organizations, and the effects of global
media content on national and local cultures are just a few of the media management
issues that can be usefully studied through the theoretical frame of culture.
4.7

TECHNOLOGY, INNOVATION AND CREATIVITY THEORY

Media has undergone tremendous innovations since its year of inception. Disruptions
that have completely changed the communications scenario. Therefore it is absolutely
essential that the nature of the phenomenon should be studied by properly defining the
technology. In a study conducted in 1996, Roberts and Grabowski identified seven
different definitions of technology used by researchers up to that time. Those
definitions ranged from purely material artefacts such as hardware and software to
sweeping constructs that included all forms of invention, innovation, and human
knowledge. Day and Schoemaker conceptualized technology as disruptive and nondisruptive and argued that organizations approached technology adoption and
innovation management differently depending on the disruptive or non-disruptive
potential of the technology or innovation in question.
Disruptive Innovation Theory
The theory of disruptive innovation was first coined by Harvard professor Clayton M.
Christensen in his research on the disk-drive industry and later popularized by his book
The Innovator’s Dilemma, published in 1997.
The theory explains the disruptive phenomenon by which an innovation transforms an
existing market or sector. It initially introduces the easier approaches to the customer
like simplicity, convenience, accessibility, and affordability where complication and
high cost are the primary elements. Gradually a disruptive innovation is formed in a
niche market that may appear unattractive or inconsequential to industry incumbents,
but eventually the new product or idea completely redefines the industry.
An example of such disruptive innovation is the personal computer. Before its arrival
the mainframes and minicomputer dominated the scenario. There prices were sky high
and was beyond the usage of common man. Apple who was the pioneer in personal
computing began selling computers as toys to children during 1970’s and 1980’s.
Although apple was just a novice and the product was not so good, yet the consumers
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preferred it over the others as they had no other alternative. But with time it improved
its technology so much that it displaced the minicomputers and created a huge market
for them.
Economic theory
Along with the adoption of these technologies the media organizations have to face
numerous economic issues such as demand, market competition, marginal costs,
economies of scale and scope, the economic characteristics of information, marginal
utilities, price discrimination, and so on, which eventually gave rise to economic theory
–a sub part of technology innovation theory. This theory has been widely used to study
the market for emerging technologies and innovations (Chon, Choi, Barnett, Danowski,
& Joo, 2003; Loebbecke & Falkenberg, 2002; Picard, 2000).
Diffusion of Innovation theory
Diffusion
of
innovation
theory
developed by E M Rogers in 1963,
originated early in the 20 th century with
the study of farmers’ adoption and nonadoption of new agricultural processes
and technologies. It talks about five
established adopter categories. When
promoting an innovation, there are
different strategies through which the
product is accepted by the consumers.
1.
Innovators – they are adventurous batch of consumers who need nothing
to appeal to them, they are willing to take risks and try out new products. .
2.
Early Adopters - These are people who represent opinion leaders. They
enjoy leadership roles, and embrace change opportunities. They are already
aware of the need to change and so are very comfortable adopting new ideas.
3.
Early Majority – They are not leaders, but they do adopt new ideas
before the average person. They follow the early adopters and need some proof
to see whether the product is good or bad.
4.
Late Majority - These people are sceptical of change, and will only
adopt an innovation after it has been tried by the majority.
5.
Laggards - These people are bound by tradition and very conservative.
They are very sceptical of change and are the hardest group to bring on board.
Since the inception of the theory, it has been also used to examine consumer behavior
in relationship to a large number of new media products and technologies including
broadband delivery of education (Savage, Madden & Simpson, 1997), DVD
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technology (Sedman, 1998) , digital cable (Kang, 2002), digital broadcast television
(Atkin et al., 2003), high definition television (Dupagne, 1999), and the Internet
(Hollifield & Donnermeyer, 2003; Kelly & Lewis, 2001), among others even media
content also has to undergo the same process.
4.8

LEADERSHIP THEORY

Leadership is an influence process that enable managers to get their people to do
willingly what must be done, do well what ought to be done. (Cribbin, J.J. ‘Leadership:
strategies for organizational effectiveness’)
Leadership is discovering the company’s destiny and having the courage to follow it.
(Joe Jaworski - Organizational Learning Center at MIT.).
Within organizational studies, leadership incorporates a fairly wide array of topics, all
of which are focused on issues of human behavior. Different theories are based on
various issues including leadership traits and styles, follower traits and styles,
leadership contingencies and situations, decision making styles, communication styles,
motivation and job satisfaction, the acquisition and use of power within organizations,
and managing change and many others.
But in media organizations very few researches has been attempted in this regard.
The leadership in the organization is to meet the three challenges.
It aims to provide a shared vision of the mission of the organization and
its purpose.
It set objectives, by converting the strategic vision and directional
course into specific performance outcomes for each key area which
leaders deem important for success.
It provides strategic direction to generate and develop a strategy that can
determine how to achieve the objectives.
In media; leadership plays a major role as it sets the tone of the editorial policies of the
media house according to which the whole army of media persons act. But in India,
even in the world very few researches has been undertaken to study the leadership
theories and their impact in a media house.
4.9

MOTIVATION THEORY
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Motivation is the process of stimulating people to actions to accomplish the goals and
is derived from the word ’motive’ which means needs, desires, wants or drives within
the individuals.
One of the most important functions of management is to create a willingness amongst
the employees to give their best of their abilities so that they feel a bonding with the
organization... The process of motivation consists of three stages:1.
A felt need or drive
2.
A stimulus in which needs have to be aroused
3.
When needs are satisfied, the satisfaction or accomplishment of goals.
Motivation is important in an organization for various reasons.
 Puts human resources into action
 Improves level of efficiency of employees
 Leads to achievement of organizational goals
 Builds friendly relationship
 Leads to stability of work force
Different motivation theories are1. Maslow – Hierarchy of needs
This is the earliest and most widely known theory of motivation, developed by
Abraham Maslow (1943) in the 1940s and 1950s.
This theory posits five basic categories, beginning with the basic psychological needs
and continuing through safety, belonging and love, esteem and self-actualization.
1. Physiological needs (e.g. food, water, shelter, sleep)
It includes the most basic needs for humans to survive, such as air, water and
food, without which our body cannot function well. These physiological needs
are the most dominant of all needs. A person who is lacking food, safety, love
(also sex) and esteem, would most probably hunger for food (and also for
money, salary to buy food) than for anything else.
2. Safety and security (secure source of income, a place to live, health and wellbeing)
If the physiological needs are relatively well contented, new needs will appear,
the so called safety needs. Safety needs refer to a person’s desire for security or
protection. Safety and security needs include: Personal security; Financial
security; Health and well-being; accidents, and illnesses.
3. Belongingness and love (integration into social groups, feel part of a
community or a group; affectionate relationships)
If both the physiological and the safety needs are fulfilled, the affection, love
and belongingness needs come into prominence.
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4.

Esteem (respect for a person as a useful, honourable human being)
In our society most people long for a stable and high valuation of themselves,
for the esteem of others and for self-respect or self-esteem.
Esteem means being valued, respected and appreciated by others. Humans need
to feel to be valued, such as being useful and necessary in the world.
5. Self-actualization (individual’s desire to grow and develop to his or her fullest
potential)
‘What humans can be, they must be.’ (Maslow, 1954)
Self-actualization reflects an individual’s desire to grow and develop to his/her
fullest potential.
People like opportunities, choosing their own versions, challenging positions or
creative tasks. Maslow described this level as the ‘need to accomplish
everything that one can, to become the most that one can be’.
2. Alderfer – ERG theory: Existence needs, relatedness needs and growth needs
Alderfer (Furnham, 2008) distinguished three steps or classes of needs:
 Existence,
 Relatedness and
Growth.
Maslow’s physiological and safety needs together
give rise to existence needs. Relatedness can be
categorised to belongingness and esteem of others.
Growth is the same as Maslow’s self-esteem plus
self-actualization. Both Maslow and Alderfer tried
to elaborate on how these needs, these different
stages of needs become more or less important to
individuals.
Managers must understand that an employee has various needs that must be satisfied
at the same time. Prioritization and sequence of these three categories, classes can be
different for each individual.
3. Herzberg – Two factor theory
It is also called motivation-hygiene theory.
According to Herzberg (1987) the job satisfiers deal with the factors involved in doing
the job, whereas the job dissatisfies deal with the factors which define the job context.
Hygiene factors, for example salary, working conditions, work environment, safety
and security are unsuitable (low level) at the workplace and this can make individuals
unhappy, dissatisfied with their job.
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Motivating factors, on the other hand, increases job satisfaction, and motivation is
based on an individual’s need for personal growth. If these elements are effective, then
they can motivate an individual to achieve above-average
performance and effort.
Herzberg’s five factors of job satisfaction (motivating
factors):
 achievement
 recognition
 work itself
 responsibility
 advancement
Herzberg’s five factors of job dissatisfaction (hygiene
factors – deficiency needs):
 company policy and administration
 supervision
 salary
 interpersonal relationships
 working conditions
4. McGregor’s Participation Theory:
Douglas McGregor formulated two distinct views of human
being based on participation of workers. The first basically
negative, labeled Theory X, and the other basically positive, labeled Theory Y.
Theory X is based on the following assumptions:
1.
People are by nature indolent. Which means they like to work as little
as possible.
2.
People lack ambition, dislike responsibility, and prefer to be directed by
others.
3.
People are inherently self-centered, selfish and indifferent to
organizational needs and goals.
4.
People are generally gullible and not very sharp and bright.
On the contrary, Theory Y assumes that:
1.
People are not by nature passive or resistant to organizational goals.
2.
They want to assume responsibility.
3.
They want their organization to succeed.
4.
People are capable of directing their own behavior.
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5.

They have need for achievement.

What actually happens is that man swings from one set or properties to the other with
changes in his mood and motives in changing .environment.
4.10

CHECK YOUR PROGRESS
1.

What is Diffusion of Innovation theory?
_________________________________________________________
_________________________________________________________
_________________________________________________________
_________________________________________________________

2.

Why is strategic management essential?
_________________________________________________________
_________________________________________________________
_________________________________________________________
_________________________________________________________

Odisha State Open University, Sambalpur

Page 33

Odisha State Open University, Sambalpur

Page 34

