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xiii
Every generation probably would claim that it lived in changing times. What
distinguishes this generation is the pace of change. The rapidity with which
advances occur quickly renders obsolete traditional methods of doing things.

With their reliance on technology, the media—especially electronic
media—are particularly susceptible to change. Proof lies in the confused reac-
tions of many executives to the results of Roper’s latest quinquennial Media
Comparison Study. One of its findings is that television viewing has increased
since 2000. But that conclusion may suggest more about consumers’ video
consumption than about the television medium in an age of mushrooming
growth in the number and variety of video distribution methods.

Confusion about the transformation we are witnessing is not limited to TV
executives. Decision makers in all media face the task of trying to identify
trends and understand their possible implications so that they may take
actions deemed appropriate at the time. In the pages that follow, the authors
have attempted to prepare prospective managers to handle the complexities
that characterize today’s electronic media environment.

The organization of the book remains unchanged from the fourth edition.
However, all chapters have been updated. New case studies reflecting con-
temporary challenges accompany each. Similarly, the glossary and the bibli-
ography include the language and the literature of this new era.

The authors have been assisted in their efforts by reviewers and users of the
fourth edition, to whom they offer thanks.

They are also appreciative of the support they have received from the staff
at Focal Press. And they are especially indebted to their editor, Amy
Jollymore. Her insights, guidance, and suggestions have made the writing of
this edition instructive and rewarding.

Preface

ch000_frontmatter_Pringle.qxd  2/23/06  5:37 PM  Page xiii



This page is intentionally left blank



xv
Terry Bonvillain, CPA

Dan Brown, Vice-President and General Manager, Citadel Broadcasting,
Chattanooga

Duane Bryan, Advertising and Promotion Manager, WRCB-TV,
Chattanooga

J. Y. Elliott, III, Miller & Martin, Chattanooga, Nashville, and Atlanta

Randy Feldman, WYES-TV, New Orleans

Ralph Flynn, Local Sales Manager, WRCB-TV, Chattanooga

Mark Fratrick, Broadcast Investment Analysts

David Freeman, WWOZ-FM, New Orleans

Deborah S. Grugen

Greg Guy, Patrick Communications

Richard Helmick, Cohn and Marks, LLP

Steven Mitchel, National Association of Broadcasters

Larry Patrick, Patrick Communications

Susan Patrick, Patrick Communications

James Starr, LaTerr Broadcasting Corporation

Tom Taylor, Inside Radio

Tom Tolar, President, Sarkes Tarzian Television

Chuck Wilkins, Director of Sales, Citadel Broadcasting, Chattanooga

Kennard Yamada, Local Sales Manager, WGOW AM/FM, Citadel
Broadcasting, Chattanooga

Acknowledgments

ch000_frontmatter_Pringle.qxd  2/23/06  5:37 PM  Page xv



This page is intentionally left blank



1
This chapter examines broadcast station management by

• defining management and tracing the roots of today’s
management thought and practice

• identifying the functions and roles of the broadcast
station general manager and the skills necessary to
carry them out

• discussing the major influences on the general man-
ager’s decisions and actions

1

Broadcast Station
Management 
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As the year 2000 approached, many Americans were preoccupied with the
projected havoc that the so-called “millennium bug” would inflict. They were
flooded with predictions that the computer, the revolutionary technology that
controls the nation’s transportation, utilities, banking, and many other institu-
tions, would plunge society into chaos. And all because programmers had
failed to anticipate the consequences—when a new century began—of iden-
tifying years only by their last two digits. In the event, of course, the new mil-
lennium began as the old one had ended, with only isolated problems.

That the dire predictions proved to be unfounded may be attributed to the
fact that decision makers throughout the country acted. They digested the
facts, contemplated the alternatives, formulated plans, and implemented
them. In other words, they managed change.

Managing change is a way of life for broadcast station managers, who have
to contend routinely with a shifting public policy climate and accelerating
technological innovation. But that is only one of the challenges they confront.
Like any other business, the station must be operated profitably if it is to sur-
vive and satisfy the financial expectations of its owners. At the same time, it
must respond to the interests of the community it is licensed to serve by the
Federal Communications Commission (FCC). Balancing the private inter-
ests of owners and the public interest of listeners or viewers is a continuing
challenge.

A broadcast station engages in many functions. It is an advertising medi-
um, an entertainment medium, an information medium, and a service
medium. To discharge those functions in a way that satisfies advertisers, audi-
ences, and employees is an additional challenge. Another challenge grows
out of the increasingly competitive environment in which broadcast stations
operate. 

Internet and satellite radio are alternatives to radio stations, whose aver-
age weekly listenership is down two hours from the late 1990s.

Television station managers face continuing competition from wired
cable, which added more than five million subscribers between 2000 and
2005.1 In the same period, direct broadcast satellite (DBS) services more than
doubled their penetration of TV households to 19 percent.2 Add to the mix
digital video recorders (DVRs), videocassette recorders (VCRs), digital video
disk (DVD) players, the Internet, and other content-reception devices, and it
is easy to understand why managers conclude that they face unprecedented
competition.

Responsibility for a station’s operation is entrusted by the owners to a chief
executive, usually called the general manager. As a result of the explosion in
in-market consolidation of radio stations in the 1990s, many general managers
found themselves running multiple stations or “clusters.” Typically, they are
called market managers. This chapter will look at the functions and roles of
the person charged with ultimate responsibility for the fate of a broadcast
operation, be it a stand-alone or part of a cluster. 

First, however, it will be helpful to consider what management is, as well
as the evolution of management thought and practice during the lifetime of
broadcasting.

ELECTRONIC MEDIA MANAGEMENT
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MANAGEMENT DEFINED

If you were to ask a group of people what management means, chances are
that each would offer a different definition. That is not surprising, given the
diversity and complexity of a manager’s responsibilities.

Schoderbek, Cosier, and Aplin define it as “a process of achieving organi-
zational goals through others.”3 Resource acquisition and coordination are
emphasized by Pringle, Jennings, and Longenecker: “Management is the
process of acquiring and combining human, financial, informational, and
physical resources to attain the organization’s primary goal of producing a
product or service desired by some segment of society.”4 Others view it from
the perspective of the functions that managers perform. For example, Carlisle
speaks of “directing, coordinating, and influencing the operation of an organ-
ization so as to obtain desired results and enhance total performance.”5

Mondy, Holmes, and Flippo expand those functions and underline the
importance of people, as well as materials: “Management may be defined as
the process of planning, organizing, influencing, and controlling to accom-
plish organizational goals through the coordinated use of human and materi-
al resources.”6 That is the definition that will be used in this book.

EVOLUTION OF MANAGEMENT THOUGHT

It is tempting to think of management as a comparatively modern practice,
necessitated by the emergence of large business organizations. However, as
early as 6000 B.C., groups of people were organized to engage in undertakings
of giant proportions. The Egyptians built huge pyramids. The Hebrews car-
ried out an exodus from Egyptian bondage. The Romans constructed roads
and aqueducts, and the Chinese built a 1500-mile wall. It is difficult to
believe that any of these tasks could have been accomplished without the
application of many of today’s management techniques.

To understand current management concepts and practices requires famil-
iarity with the evolution of management thought. It traces its start to the dawn
of the twentieth century, when the foundations of what later would be called
broadcasting were being laid. Just as broadcasting has evolved, so has system-
atic analysis of management. The dominant traits of different managerial
approaches have been identified and grouped into so-called schools. The first
was the classical school of management.

THE CLASSICAL SCHOOL

Classical management thought embraces three separate but related
approaches to management: (1) scientific management, (2) administrative
management, and (3) bureaucratic management.

Scientific Management At its origin, scientific management focused
on increasing employee productivity and rested on four basic principles:

Broadcast Station Management
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• systematic analysis of each job to find the most effective and efficient
way of performing it (the “one best way”)

• use of scientific methods to select employees best suited to do a particu-
lar job

• appropriate employee education, training, and development

• responsibility apportioned almost equally between managers and work-
ers, with decision-making duties falling on the managers

The person associated most closely with this school is Frederick W. Taylor
(1856–1915), a mechanical engineer, who questioned the traditional, rule-of-
thumb approach to managing work and who earned the title “father of scien-
tific management.”

Taylor believed that economic incentives were the best motivators.
Workers would cooperate if higher wages accompanied higher productivity,
and management would be assured of higher productivity in return for pay-
ing higher wages. Not surprisingly, he was criticized for viewing people as
machines.

However, his contributions were significant. Management scholar Peter
Drucker attributes to Taylor “the tremendous surge of affluence . . . which has
lifted the working masses in the developed countries well above any level
recorded before.”7 Job analysis, methods of employee selection, and their
training and development are examples of ways in which principles of scien-
tific management are practiced today.

Administrative Management If Taylor was the father of scientific
thought, the French mining and steel executive Henri Fayol (1841–1925) can
lay claim to being the father of management thought. While Taylor looked at
workers and ways of improving their productivity, Fayol considered the total
organization with a view to making it more effective and efficient. In so doing,
he developed a comprehensive theory of management and demonstrated its
universal nature.

His major contributions to administrative theory came in a book, General
and Industrial Management, in which he became the first person to set forth
the functions of management or, as he called them, “managerial activities”:

Planning: Contemplating the future and drawing up a plan to deal with it,
which includes actions to be taken, methods to be used, stages to go
through, and the results envisaged.

Organizing: Acquiring and structuring the human and material resources
necessary for the functioning of the organization.

Commanding: Setting each unit of the organization into motion so that it
can make its contribution toward the accomplishment of the plan.

Coordinating: Unifying and harmonizing all activities to permit the organ-
ization to operate and succeed.

Controlling: Monitoring the execution of the plan and taking actions to
correct errors or weaknesses and to prevent their recurrence.8

ELECTRONIC MEDIA MANAGEMENT
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To assist managers in carrying out these functions, Fayol developed a list of 14
principles (Figure 1.1). He did not suggest that the list was exhaustive, mere-
ly that the principles were those that he had needed to apply most frequently.
He warned that such guidelines had to be flexible and adaptable to changing
circumstances.

Broadcast Station Management
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Principle Explanation

1. Division of work Specialization of work results in higher
and better productivity.

2. Authority and responsibility The right of the manager to give orders
and to demand conformity, accompanied
by appropriate responsibility.

3. Discipline Obedience and respect for agreements
between the firm and its employees.

4. Unity of command An employee should receive orders from
only one superior.

5. Unity of direction Each group of activities having the same
objective should have only one plan and
one head.

6. Subordination of individual The interest of one employee or group of 
interest to general interest employees should not prevail over that of

the concern.
7. Remuneration of personnel Payment should be fair and, as far as pos-

sible, satisfactory to both employer and
employee.

8. Centralization Each firm must find the optimum degree
of centralization to permit maximum uti-
lization of employee abilities.

9. Scalar chain The line of authority, from top to bottom,
through which all communications pass.

10. Order Materials and employees in their appro-
priate places to facilitate the smooth run-
ning of the business.

11. Equity Kindness, fairness, and justice in the treat-
ment of employees.

12. Stability of tenure of Employees must be given time to get used
personnel to new work and to succeed in doing it

well.
13. Initiative The freedom and power to think out and

execute a plan.
14. Esprit de corps Establishing harmony and unity among

the personnel.

FIGURE 1.1 Fayol’s 14 principles of management. (Source: Henri Fayol, General
and Industrial Management. Translated by Constance Storrs. London: Sir Isaac
Pitman and Sons, 1965, pp. 19–42. The explanations have been paraphrased.)
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Fayol’s contributions may appear to be merely common sense in today’s
business environment. However, the functions of planning, organizing, and
controlling that he identified are still considered fundamental to manage-
ment success. Many of his principles are incorporated in business organiza-
tion charts and, in the case of equity, are enshrined in law.

Bureaucratic Management At the same time that Taylor and Fayol
were developing their thoughts, Max Weber (1864–1920), a German sociolo-
gist, was contemplating the kind of structure that would enable an organiza-
tion to perform at the highest efficiency. He called the result a bureaucracy
and listed several elements for its success. They included:

• division of labor

• a clearly defined hierarchy of authority

• selection of members on the basis of their technical qualifications

• promotion based on seniority or achievement

• strict and systematic discipline and control

• separation of ownership and management9

It is unfortunate that contemporary society associates the word bureaucracy
with incompetence and inefficiency. While it is true that a bureaucracy can
become mired in rigid rules and procedures, Weber’s ideas have proved use-
ful to many large companies that need a rational organizational system to
function effectively, and they have earned him a berth in the annals of man-
agement thought as “the father of organizational theory.”

Contributors to the classical school of management concerned themselves
with efforts to make employees and organizations more productive. Their
work revealed several of their assumptions about the nature of human beings,
among them the notion that workers are motivated chiefly by money and
require a clear delineation of their job responsibilities and close supervision if
work is to be accomplished satisfactorily. Such assumptions would not with-
stand the scrutiny of the school that followed.

THE BEHAVIORAL SCHOOL

The trend away from classical assumptions began with the human relations
movement, which dominated during radio’s heyday in the 1930s and 1940s.
Among the greatest contributors to the movement were Mary Parker Follett
(1868–1933) and Chester I. Barnard (1886–1961), both of whom rejected the
view of the “economic man” held by the classical theorists.

Follett, a philosopher, argued in her writings that workers can reach their
full potential only as members of a group, which she characterized as the
foundation of an organization. In reality, managers and workers are members
of the same group and, thus, share a common interest in the success of the
enterprise.

Barnard, the president of New Jersey Bell Telephone Company, conceived
of an organization as a “system of consciously coordinated activities or forces

ELECTRONIC MEDIA MANAGEMENT
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of two or more persons.” As employees work toward the accomplishment of
the organization’s objectives, they have to be able to satisfy their own needs.
Identifying ways of meeting those needs and, simultaneously, enhancing the
effectiveness and efficiency of the organization, are the principal challenges
facing managers.

However, the most far-reaching contributions to the human relations
movement were made by Elton Mayo (1880–1949), a Harvard University psy-
chologist. Between 1927 and 1932, Mayo and Fritz J. Roethlisberger
(1898–1974) led a Harvard research team at Western Electric’s Hawthorne
plant in Illinois. The research focused on ways of improving worker efficien-
cy by evaluating the factors that influence productivity. Its results redirected
the course of management thought and practice.

What was observed in only one of the experiments gives a clue to the
importance of the Hawthorne studies. To determine the effect on productivi-
ty of lighting levels, illumination remained constant among one group of
workers (control group) and was systematically increased and decreased
among another (experimental group). Contrary to expectations, productivity
in both groups rose, even when the lighting in the experimental group was
decreased.

The result of this and other experiments, combined with observation and
interviews, convinced Mayo and his team that factors other than the purely
physical have an effect on productivity. They realized that the one constant
factor was the degree of attention paid to workers in the experimental groups.
Thus was born the Hawthorne Effect, which states that when managers pay
special attention to employees, productivity is likely to increase, despite a
deterioration in working conditions.

The recognition that social as well as physical influences play a role in
worker productivity marked an important milestone. Henceforth, greater
attention would have to be paid to the needs of employees, who were now per-
ceived as something other than mechanical, interchangeable parts in the
organization.

The human relations movement evolved into the behavioral management
school. It assumed dominance in the 1950s and 1960s, as the new medium of
television was establishing its popularity in American households. Among this
school’s major contributions were new insights into the needs of individuals
and their role in motivating workers.

In an attempt to formulate a positive theory of motivation, Abraham
Maslow (1908–1970), a psychologist, asserted that human beings have certain
basic needs and that each serves as a motivator. He identified five such needs
and organized them in a hierarchy, starting with the most basic:

• Physiological: Food, water, sex, and other physiological satisfiers

• Safety: Protection from threat, danger, and illness; a safe, orderly, pre-
dictable, organized world

• Love: Affection and belongingness

• Esteem: Self-esteem and the esteem of others

• Self-actualization: Self-fulfillment; to become everything one is capable
of becoming10

Broadcast Station Management
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The physiological and safety needs are seen as primary needs, and the
remainder, dealing with the psychological aspects of existence, as secondary.
Maslow theorized that when one need is fairly well satisfied, it no longer
serves as a motivator. Instead, attention turns to the next level on the hierar-
chy. However, he recognized that the order is not rigid, especially at the high-
er levels. For example, some people may value self-esteem more than love,
and others may never aspire to self-actualization.

There is little empirical data available to support Maslow’s theory.11

Nonetheless, it led to the realization that satisfied needs might have little
value in motivating employees and that different techniques might have to be
used to motivate different people, according to their particular needs.

While Maslow considered all needs to be motivators, Frederick Herzberg
(1923–2000), another psychologist, proposed that employee attitudes and
behaviors are influenced by two different sets of considerations. He called
them hygiene factors and motivators.12

Hygiene factors13 are those associated with conditions that surround the
performing of the job and include the following: supervision; interpersonal
relations with superiors, peers, and subordinates; physical working conditions;
salary; company policies and administrative practices; benefits; and job secu-
rity.

Responding to employees’ hygiene needs, concluded Herzberg, will elim-
inate dissatisfaction and poor job performance but will not lead to positive
attitudes and more productive behaviors. Those are accomplished by meeting
the second set of considerations, the motivators, or factors associated with the
job content. They include achievement, recognition, the work itself, respon-
sibility, and advancement.

Interestingly, there is a close relationship between Herzberg’s hygiene fac-
tors and the lower-level needs identified by Maslow, and between the motiva-
tors and Maslow’s self-esteem and self-actualization needs.

The implications of this two-factor theory of motivation are clear. Employees
have certain expectations about elements in the environment in which they
work. When they are satisfactory, workers are reassured that things are as they
ought to be, even though those feelings may not encourage them to greater
productivity. However, when environmental expectations are not met, dissat-
isfaction ensues. An employer must provide for both the hygiene needs and
the motivators to achieve a motivated work force. The critical task, therefore,
lies in satisfying employees’ needs for self-actualization by giving them more
responsibility, providing opportunities for advancement, and recognizing
their achievement.

Studies appear to show that Herzberg’s theory is applicable more to profes-
sional and managerial-level employees than to manual workers. Nonetheless,
his contributions provided a better understanding of motivation and have had
significant effects on job design.

Influenced by the theorists of self-actualization, and especially Maslow,
Douglas McGregor (1906–1964), an industrial psychologist, underscored the
importance of assumptions about human nature and their effects on motiva-
tional methods used by managers. He argued that, despite important
advances in the management of human resources, most managers clung to
traditional assumptions, which he labeled Theory X (Figure 1.2). Managers

ELECTRONIC MEDIA MANAGEMENT
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who saw their employees as having a dislike of work, lacking ambition, and
requiring direction were likely to rely on coercion, control, and even threats
as motivational tools.

McGregor offered Theory Y (Figure 1.2), which took an entirely different
view of human nature. Managers who adopted these assumptions considered
employees capable of seeking and accepting responsibility, and of exercising
self-direction in furtherance of organizational goals—without control and the
threat of punishment.

McGregor summarized the difference between the two theories in this
way:

The central principle of organization which derives from Theory X is that of
direction and control through the exercise of authority—what has been called
the “scalar principle.” The central principle which derives from Theory Y is that
of integration: the creation of conditions such that the members of the organi-
zation can achieve their own goals best by directing their efforts toward the suc-
cess of the enterprise.14

Broadcast Station Management
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Theory X

1. The average human being has an inherent dislike of work and will avoid
it if he can.

2. Because of this human characteristic of dislike of work, most people
must be coerced, controlled, directed, or threatened with punishment to
get them to put forth adequate effort toward the achievement of organi-
zational objectives.

3. The average human being prefers to be directed, wishes to avoid respon-
sibility, has relatively little ambition, and wants security above all.

Theory Y

1. The expenditure 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 to objectives is a function of the rewards associated with
their achievement.

4. The average human being learns, under proper conditions, not only to
accept but to seek responsibility.

5. The capacity to exercise a relatively high degree of imagination, ingenu-
ity, 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 potential-
ities of the average human being are only partially utilized.

FIGURE 1.2 Theory X and Theory Y. (Source: Douglas McGregor, The Human
Side of Enterprise. New York: McGraw-Hill, 1960, pp. 33–34, 47–48. Reprinted
with permission of McGraw-Hill, Inc.)
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By drawing attention to the key role played by employees in the attainment of
organizational goals, and the importance of recognizing and striving to satisfy
their needs, the behavioral school has had a lasting impact on management.
In particular, it has resulted in greater attention to the work environment and
on-the-job training for employees, and in a realization that people-manage-
ment skills are a fundamental management attribute.

MANAGEMENT SCIENCE

This school of management thought had its origins during World War II and
was known, in the beginning, as operations research. In some respects, it rep-
resented a reemergence of the quantitative approach favored by Taylor.
However, advances in management technology, especially the computer, ren-
dered it much more sophisticated.

Basically, management science involves construction of a mathematical
model to simulate a situation. All variables bearing on the situation and their
relationships are noted. By changing the values of the variables, the outcomes
of different decisions can be projected.

By replacing descriptive analyses with quantitative data, this approach has
been useful in management decision-making on matters that can be quanti-
fied, such as financial planning. A major shortcoming is its inability to predict
the behavior of an organization’s human resources.

MODERN MANAGEMENT THOUGHT

By the 1960s, management theory incorporated elements of the classical,
behavioral, and management science schools. However, theorists could not
agree on a single body of knowledge that constituted the field of manage-
ment. Indeed, one writer likened the situation to a jungle.15

Since then, steps have been taken toward clearing the jungle with the
adoption of approaches aimed at integrating some of the divergent views of
disciples of the earlier schools. Three of those approaches are systems theory,
contingency theory, and total quality management.

Systems Theory According to the systems theory, an enterprise is seen
as a system, “a set of objects with a given set of relationships between the
objects and their attributes, connected or related to each other and to their
environment in such a way as to form a whole or entirety.”16

An organizational system is composed of people, money, materials, equip-
ment, and data, all of which are combined in the accomplishment of some
purpose. The subsystems typically are identified as divisions or departments
whose activities aid the larger system in reaching its goals.

Certain elements are common to all organizational systems (Figure 1.3).
They are inputs (e.g., labor, equipment, and capital) and processes, that is,
methods whereby inputs are converted into outputs (e.g., goods and servic-
es). Feedback is information about the outputs or processes and serves as an
input to help determine whether changes are necessary to attain the goals.

ELECTRONIC MEDIA MANAGEMENT
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Management’s role is to coordinate the input, process, and output factors and
to analyze and respond to feedback.

The systems approach emphasizes the relationship between the organiza-
tion and its external environment. Environmental factors are outside the
organization and beyond its control. But they have an impact on its opera-
tions. Accordingly, management must monitor environmental trends and
events and make changes deemed necessary to ensure the organization’s
success.

Contingency Theory The contingency, or situational, approach to
management traces its current origins to systems theory and the desire to iden-
tify universal principles of management. It recognizes that principles advanced
by earlier schools may be applicable in some situations, but not in others, and
seeks an understanding of those circumstances in which certain managerial
actions will bring about the desired results.

It is ironic that this line of thought did not emerge as a major force until
the mid-1960s, since its significance in the study of leadership was recognized
in the 1920s by Follett. She noted that “there are different types of leadership”
and that “different situations require different kinds of knowledge, and the
man possessing the knowledge demanded by a certain situation tends in the
best managed businesses, other things being equal, to become the leader of
the moment.”17

The recent study of contingency principles has been relatively sparse,
focusing mostly on organizational structure and decision making. Finally,
however, this approach has attracted the attention of theorists to functions
other than leadership and has impressed on the field the realization that man-
agement is much more complex than earlier theorists imagined.

Broadcast Station Management
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FIGURE 1.3 Systems approach to organizational management.
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It is this complexity that makes it impossible to suggest a style for all managers,
including those who manage broadcast stations. What is appropriate for one
manager in one circumstance with one group of employees may be quite inap-
propriate for another manager in another circumstance with a different group.

Total Quality Management (TQM) Revolutionary developments in
the world and in the workplace triggered changes in management thought
and practice in the last decade or so of the twentieth century. The end of com-
munism’s dominance in the former Soviet Union and Eastern Europe creat-
ed new opportunities in a world already characterized by the growing interna-
tionalization of business. An era of global interdependence was ushered in by
the formation of a single trading bloc among European countries and by rat-
ification of the North American Free Trade Agreement (NAFTA) by the
United States, Canada, and Mexico. Technical innovation and the growing
heterogeneity of the American workforce rendered the organizational world
of the 1990s strikingly different from that in which early theorists operated.

Accompanying these developments was a focus on customers’ needs and,
especially, on their expectations of quality in the products they purchase and
the services they use. This gave rise to a new approach to management—total
quality management. The approach may have been new in the United States,
but its underpinnings were not. In fact, it drew elements from management
science, scientific management, and the behavioral approach, and it may be
characterized as another attempt to clear the jungle. Nor was its practice new.
It was introduced in Japan in the aftermath of World War II by several
Americans, the most prominent of whom was W. Edwards Deming
(1900–1993), a statistician.

The foundation of Deming’s approach to TQM is the conviction that uni-
form product quality can be ensured through statistical analysis and control
of variables in the production process. As the philosophy evolved and tech-
nological change became commonplace, his insistence that employees be
trained to understand statistical methods and their application and to master
new skills assumed greater significance. So, too, did awareness that employ-
ees are an integral part of the quality revolution and that, without their total
commitment to continuous product or service improvement, any attempt to
practice this management philosophy will be doomed.

MANAGEMENT THOUGHT IN THE TWENTY-FIRST CENTURY

Recognition of the importance of individuals and their commitment to orga-
nizational improvement are fundamental characteristics of the latest
approach to management. It is called the learning organization. 

Management thinking and practices described so far reflect responses to the
challenges of the times. Proponents of the new approach have concluded that
new challenges—including the accelerating pace of technological change,
increased consumer choice and sophistication, and globalization—demand a
new perspective.

The learning organization had its origins with the 1990 publication of
Peter Senge’s book The Fifth Discipline: The Art & Practice of The Learning

ELECTRONIC MEDIA MANAGEMENT
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Organization. In the intervening years, Senge, his colleagues at MIT, and oth-
ers have developed the concept and witnessed its adoption in organizations of
different types and sizes.

In contrast to the traditional focus on organizational efficiency, the princi-
pal distinguishing feature of the learning organization is systematic problem
solving. But that is not a job for managers and supervisors alone. Indeed, all
members of the organization are expected to challenge the way business is
done and to question the thought processes typically used to solve problems.
Together, they work to identify new problems, develop solutions to them, and
apply the solutions. That requires the free flow of information throughout the
organization. It requires, also, that all organization members understand their
job and how it relates to the jobs of others, share a vision of the organization’s
purpose, and display a commitment to accomplish the purpose.

In large measure, the success of the learning organization hinges on man-
agement’s willingness to facilitate the exchange of information and to establish
an environment conducive to continuous learning. Encouraging employees to
use their creativity and providing them with the freedom and resources to
engage fully in problem solving are additional requirements.

The contributions to management thought and practice described in this
chapter provide some guidelines for the manager. However, pending the
development of a set of universal management principles, the style of most
managers probably is summarized best by business mogul T. Boone Pickens,
Jr.: “A management style is an amalgamation of the best of other people you
have known and respected, and eventually you develop your own style.”18

MANAGEMENT LEVELS

It is often assumed that management is concentrated at the top of an organi-
zation. In reality, anyone who directs the efforts of others in the attainment of
goals is a manager. In most companies, including broadcast stations, man-
agers are found at three levels:

Lower: Managers at this level closely supervise the routine work of employ-
ees under their charge and are accountable to the next level of manage-
ment. A radio station local sales manager who reports to the general sales
manager is an example. So is a television control room supervisor who
answers to the production manager.

Middle: Managers who are responsible for carrying out particular activities in
furtherance of the overall goals of the company are in this category. In broad-
cast stations, the heads of the sales, program, news, promotion and marketing,
production, engineering, and business departments are middle managers.

Top: Managers who coordinate the company’s activities and provide the
overall direction for the accomplishment of its goals operate at this level.
The general manager of a broadcast station is a top manager.

Even though the contents of the remainder of this chapter apply in varying
degrees to all three levels, the focus will be on the top level, that occupied by
the general manager.

Broadcast Station Management
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MANAGEMENT FUNCTIONS

The general manager (GM) is responsible to the station’s owners for coordi-
nating human and physical resources in such a way that the station’s objec-
tives are accomplished. Accordingly, the GM is concerned with, and account-
able for, every aspect of the station and its operation. In discharging the man-
agement responsibility, the GM carries out four basic functions: planning,
organizing, influencing or directing, and controlling.

PLANNING

Planning involves the determination of the station’s objectives and the plans
or strategies by which those objectives are to be accomplished. Through the
planning process, many objectives may be identified. Usually, they can be
placed in one of the following categories:

Economic: Objectives related to the financial position of the station and
focusing on revenues, expenses, and profits.

Service: Programming that will appeal to audiences and be responsive to
their interests and needs; the contribution of the station to the life of the
community.

Personal: Objectives of individuals employed by the station.

A major purpose of objective-setting is to permit the coordination of depart-
mental and individual activity with the station’s objectives. Once the station’s
objectives have been formulated, those of the different departments and
employees within those departments can be developed. Individual objectives
must contribute to the accomplishment of departmental objectives. In turn,
they must be compatible with those of other departments and of the station.
In addition, all objectives must be attainable, measurable, set against dead-
lines, and controllable.

Once agreement on objectives has been reached, plans or strategies are
developed to meet them. Planning provides directions for the future.
However, it does not require the abandonment of plans that contribute to the
achievement of the station’s current objectives and that are likely to be instru-
mental in enabling the station to accomplish its future objectives.

Planning cannot anticipate or control events. However, it has many bene-
fits since it

• compels the GM to think about and prepare for the future

• provides a framework for decision making

• permits an orderly approach to problem solving

• encourages team effort

• provides a climate for individual career development and job satisfaction

ELECTRONIC MEDIA MANAGEMENT
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ORGANIZING

Organizing is the process whereby human and physical resources are
arranged in a formal structure and responsibilities are assigned to specific
units, positions, and personnel. It permits the concentration and coordina-
tion of activities and management control of efforts to attain the station’s
objectives.

In the typical broadcast station, organizing involves the division of work
into specialties and the grouping of employees with specialized responsibili-
ties into departments. The following departments are found most frequently
in commercial broadcast stations.

Sales Department

The sale of time to advertisers is the principal source of revenue for com-
mercial radio and television stations and is the responsibility of a sales
department, headed by a sales manager. Many stations subdivide the
department into national sales and local/regional sales. Sales to national
advertisers are entrusted to the national sales manager and the station’s
sales representative company, or station rep. Local and regional sales are
the responsibility of the station’s salespersons, typically called account
executives.

Program Department

Under the direction of a program manager or director, the program depart-
ment plans, selects, schedules, and monitors programs. The department
also provides relevant content for the station’s Web site. 

Promotion and Marketing Department

This function involves both program and sales promotion. The former
seeks to attract and maintain audiences, while the latter is aimed at attract-
ing advertisers. Both functions may be the responsibility of a promotion
and marketing department. Some stations assign program promotion to
the program department and sales promotion to the sales department.

News Department

In many stations, the information function is kept separate from the enter-
tainment function and is supervised by a news director. The department is
responsible for regularly scheduled newscasts, news and sports specials,
documentary and public affairs programs, and for Web site news content.

Production Department

In radio, this department is headed by a production director or creative
director and is charged with writing and producing commercials.
Commercial production is a responsibility of its television counterpart. In
many TV stations, the department also includes technical support person-
nel for newscast production and for master control operations. A produc-
tion manager supervises the department’s activities.

Broadcast Station Management
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Engineering Department

A chief engineer or technical manager heads this department. It selects,
operates, and maintains studio, control room, and transmitting equipment,
and often oversees the station’s computers. Engineering staff are also
responsible for technical monitoring in accordance with the requirements
of the FCC. In some stations, studio production personnel are located in
the department.

Business Department

The business department carries out a variety of tasks necessary to the
functioning of the station as a business. They include secretarial, billing,
bookkeeping, payroll and, in many stations, personnel responsibilities.

Broadcast stations engage in other functions, which may be assigned to sepa-
rate departments or subdepartments, or may be included in the duties of
departments already identified. The following additional functions are among
the most common:

Traffic

Traffic often is carried out by a subdepartment of the sales department. It
is called the traffic department and is headed by a traffic manager. The
function includes the daily scheduling on a program log of all content to
be aired by the station, the compilation of an availabilities sheet showing
times available for purchase by advertisers, and the monitoring of all adver-
tising content to ensure compliance with commercial contracts.

Continuity

Continuity is concerned chiefly with the writing of commercial copy and,
in many stations, constitutes a subdepartment within the sales department.
The continuity director supervises its work and reports to the sales manag-
er. In stations where the writing of program material and public service
announcements is included, the continuity director may answer to the
heads of both the sales and program departments.

The general manager’s success in organizing rests heavily on the selection of
employees. Of particular importance is the selection of department heads, to
whom the GM delegates responsibility for the conduct and accomplishments
of the various departments.

The GM also must strive to ensure that the organizational structure
enables the station to meet its objectives, and that problems arising from over-
lapping or nonexistent responsibility are corrected. The structure is influ-
enced by many factors. They include the number of employees, the size of
the market, and the preferences of the GM. As a result, there is no “typical”
organization. Figure 1.4 contains an example of the structure of a medium-
market television station. Figure 1.5 reflects the organization of three com-
monly owned radio stations in a market of similar size.

ELECTRONIC MEDIA MANAGEMENT
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INFLUENCING OR DIRECTING

The influencing or directing function centers on the stimulation of employ-
ees to carry out their responsibilities with enthusiasm and effectiveness. It
involves motivation, communication, training, and personal influence.

Motivation The major theories of motivation were discussed earlier in
this chapter. For the general manager, motivation is a practical issue, since
the success of the station is tied closely to the degree to which employees are
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FIGURE 1.5 Organization of three radio stations operating under the same owner
and general manager.
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able to satisfy their needs. The greater their satisfaction, the more likely it is
that they will contribute fully to the attainment of the station’s objectives.
Accordingly, the GM must be aware of the needs of individual employees and
must create an environment in which they want to be productive.

Basic needs include adequate compensation and fringe benefit programs,
safe and healthy working conditions, friendly colleagues, and competent and
fair supervision. For most employees, such needs are met adequately and do
not serve as powerful motivators.

Satisfaction of other needs may have a more significant impact on how
employees feel about themselves and the station and on their efforts to con-
tribute to the station’s success. Included in these higher-level needs are fac-
tors such as job title and responsibility, praise and recognition for accomplish-
ments, opportunities for promotion, and the challenge of the job. Once basic
needs are satisfied, therefore, the GM must respond to those higher-level
needs if motivation is to be successful.

Communication Communication is vital to the effective discharge of
the management function. It is the means by which employees are made
aware of the station’s objectives and plans and are encouraged to play a full
and effective part in their attainment.

As a result, the general manager must communicate to employees informa-
tion they need and want. They need information on what is expected of them.
The job description sets forth general guidelines, but they must have specifics
on their role in carrying out current plans. If they are to shoulder their duties
willingly and effectively, they want to know about matters influencing their
economic status and their authority to carry out responsibilities.

This downward flow of communication is important, but it must be
accompanied by management’s willingness to listen to and understand
employees. Accordingly, it is necessary to provide mechanisms for an upward
flow of communication from employees to supervisors, department heads,
and the GM. Departmental or staff meetings, suggestion boxes, and an open-
door policy by management permit such a flow.

Lateral flow, or communication among individuals on the same organiza-
tional level, also is important in coordinating the activities of the various
departments in pursuit of the station’s plans and objectives. A method used by
many stations to ensure such a flow is the establishment of a management
team that meets on a regular basis. Usually, it comprises the general manag-
er and all department heads.

Training  Most employees are selected because they possess the back-
ground and skills necessary to carry out specific responsibilities. However,
they may have to be trained in the use of new equipment or the application
of new procedures. Occasionally, employees are hired with little experience
and have to be trained on the job. Whenever training is necessary, the gener-
al manager must make certain that it is provided and that it is supervised by
competent personnel.

One of the major benefits of training programs is the provision of opportu-
nities for existing employees to prepare themselves for advancement in the
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station. As a result, employee morale is heightened, and the station enjoys the
advantage of creating its own pool of qualified personnel.

Some stations encourage employees to advance their knowledge and skills
by paying for their participation in workshops, seminars, and college courses,
as well as their attendance at meetings of state and national broadcasting asso-
ciations. In all such cases, the general manager should be sure that the expe-
riences will contribute to the employee’s ability to carry out responsibilities
more effectively, thereby assisting the station in meeting its objectives.

Personal Influence Stimulating employees to produce their best efforts
requires that the general manager and others in managerial or supervisory posi-
tions command respect, loyalty, and cooperation. Among the factors that con-
tribute to such a climate are management competence, fairness in dealings
with employees, willingness to listen to and act on employee observations and
complaints, honesty, integrity, and similar personal characteristics. In effect,
personal influence includes all those behaviors and attitudes that contribute to
employees’ perceptions of their importance in the station’s efforts and achieve-
ments and the worthiness of the enterprise of which they are a part.

CONTROLLING

Through planning, the station establishes its objectives and plans for accom-
plishing them. The control process determines the degree to which objectives
and plans are being realized by the station, departments, and employees.

Periodic evaluation of individuals and departments allows the general
manager to compare actual performance to planned performance. If the two
do not coincide, corrective action may be necessary.

To be effective, controlling must be based on measurable performance.
The size and composition of the station’s audience can be measured through
ratings. If the audience attracted to the station or to certain programs does not
match projections, the control process permits the recognition of that fact and
leads to discussions about possible solutions. The result may be a change in
the plan, such as a revision downward of expectations, or actions to try to
attain the original objectives.

Similarly, sales revenues can be measured. An analysis may reveal that pro-
jected revenues were unrealistic and that an adjustment is necessary. On the
other hand, if the projections are realizable, discussions may lead to a deci-
sion to hire additional account executives, make changes in the rate card, or
adjust commission levels.

The costs of operation are measurable too. They are discussed in Chapter 2,
“Financial Management,” along with methods of controlling them.

MANAGEMENT ROLES

Management functions reflect the major responsibilities of the general man-
ager. However, they provide little insight into the diverse and complex activi-
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ties the general manager undertakes on a daily basis.
Henry Mintzberg found that managerial activity is characterized by brevi-

ty, variety, and fragmentation.19 Managers spend short periods of time
attending to different tasks and are interrupted frequently before a specific
task is accomplished. Writing memoranda, reading and writing letters, faxes,
and email messages, receiving and making telephone calls, attending meet-
ings, and visiting employees and persons outside the organization are exam-
ples of activities that consume a great deal of a manager’s time and energy.
There are others as well.

Mintzberg identified ten roles and grouped them in three categories:
(1) interpersonal, (2) informational, and (3) decisional.20

INTERPERSONAL ROLES

As the symbolic head of the organization, the manager serves as a

Figurehead: The manager carries out duties of a legal or ceremonial
nature. For the broadcast station general manager, this role is discharged
through the signing of documents for submission to the FCC and by rep-
resenting the station at community events, for instance.

Leader: Establishing the workplace atmosphere and guiding and motivat-
ing employees are examples of ways in which the general manager carries
out the leadership role.

Liaison: The general manager is the liaison between the station’s owners
and its employees.  Dealings with peers and other individuals and groups
outside the station link the organization with the environment.
Accordingly, the GM’s relationships with other general managers, program
suppliers, and community groups reflect this role.

INFORMATIONAL ROLES

The manager is the organization’s “nerve center” and, as such, seeks and
receives a large volume of internal and external information, both oral and
written. In these roles, the manager acts as a

Monitor: Information permits the manager to understand what is happen-
ing in the organization and its environment. Receipt of the latest sales
report or threats of a demonstration to protest the planned airing of a pro-
gram enable the GM to exercise this role.

Disseminator: The manager distributes external information to members of
the organization and internal information from one subordinate to another.

Spokesperson: In this role, the manager speaks on behalf of the organiza-
tion. An example would be a news conference at which the GM reveals
plans for a new broadcast facility.
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DECISIONAL ROLES

These roles grow out of the manager’s responsibility for the organization’s
strategy-making process and involve the manager as

Entrepreneur: The manager is the initiator and designer of controlled
change. For example, the GM of a TV station may set in motion proce-
dures aimed at attaining first place in local news ratings.

Disturbance handler: In this role, managers deal with involuntary situa-
tions and change that is partially beyond their control. An example would
be resolving a dispute between the program manager and the sales manag-
er on the advisability of carrying a particular program.

Resource allocator: The manager determines priorities for the expenditure
of money and employee effort.

Negotiator: The manager represents the organization in negotiating activ-
ity. Working out a contract with a program supplier or union would place
the GM in this role.

MANAGEMENT SKILLS

To carry out their functions and roles effectively, managers require many
skills. Robert L. Katz identifies three basic skills that every manager must have
in varying degrees, according to the managerial level.21 For the general man-
ager of a broadcast station, all are important:

Technical: Knowledge, analytical ability, and facility in the use of the tools
and techniques of a specific kind of activity. For the general manager, that
activity is managing. While it does not demand the ability to perform all
the tasks that characterize a broadcast station, it does require sufficient
knowledge to ask pertinent questions and evaluate the worth of the
responses. Accordingly, the GM should have knowledge of

• the objectives of the station’s owners
• management and the management functions of planning, organiz-

ing, influencing or directing, and controlling
• business practices, especially sales and marketing, budgeting, cost

controls, and public relations
• the market, including the interests and needs of the audience and the

business potential afforded by area retail and service establishments
• competing media, the sources and amounts of their revenues
• broadcasting and allied professions, including advertising agencies,

station representative companies, and program and news services
• the station and the activities of its departments and personnel
• broadcast laws, rules, and regulations, and other applicable laws,

rules, and regulations
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• contracts, particularly those dealing with network affiliation, station
representation, programming, talent, music licensing, and labor unions

Human: The ability to work with people and to build a cooperative effort.
The general manager should have the capacity to influence the behavior
of employees toward the accomplishment of the station’s objectives by
motivating them, creating job satisfaction, and encouraging loyalty and
mutual respect. An appreciation of the differing skills and aspirations of
employees and departments also is essential if the station’s activities are to
be combined in a successful team effort.

Conceptual: The ability to see the enterprise as a whole and the depend-
ence of one part on the others. To coordinate successfully the station’s
efforts, the GM must recognize the interdependence of programming and
promotion, sales and programming, and production and engineering, for
example. Equally important is the ability to comprehend the relationship
of the station to the rest of the broadcast industry, to the community, and
to prevailing economic, political, and social forces, all of which contribute
to decisions on directions that the station will take and the subsequent for-
mulation of objectives and policies.

To these skills, the successful general manager should add desirable personal
qualities. They include:

• foresight, the ability to anticipate events and make appropriate prepara-
tions

• wisdom in choosing among alternative courses of action and courage in
carrying out the selected action

• flexibility in adapting to change
• honesty and integrity in dealings with employees and persons outside the

station
• responsiveness and responsibility to the station’s owners, employees, and

advertisers

The GM also must be responsive and display responsibility to the communi-
ty by leading the station in its community relations endeavors and by setting
an example for other employees to follow.

INFLUENCES ON MANAGEMENT

The degree to which the general manager possesses and uses the skills
described will play an important part in determining the station’s fortunes.
But there are other forces that contribute to the GM’s decisions and actions
and that influence the effectiveness with which the management responsi-
bility is discharged. The most significant influences are described in this
section.
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THE LICENSEE

Ultimate responsibility for the operation of a radio or television station rests
with the licensee, the person or persons who have made a financial invest-
ment in the enterprise and enjoy an ownership interest. Like all investors,
they expect that they will reap annual profits from the station’s operation and
that the financial worth of their investment will increase in time. As a result,
the general manager must seek to satisfy their expectations and weigh the
financial impact of all actions.

THE COMPETITION

Radio and television stations compete against each other and against other
media in the market for advertising dollars. That translates into competition
for audiences. A station gains audience from, or loses audience to, other sta-
tions, and few significant management actions will pass without producing a
reaction among competitors. Similarly, many of the general manager’s actions
will be influenced by those of competing stations.

THE GOVERNMENT

As detailed in Chapter 7, “Broadcast Regulations,” the federal government is
a major force in broadcast station operation. It exerts its influence through its
three branches—executive, legislative, and judicial—and through independ-
ent regulatory agencies, chiefly the Federal Communications Commission.

Executive Branch Broadcast stations are affected by the actions of sev-
eral executive branch departments, notably the Executive Office of the
President, the Department of Justice, the Food and Drug Administration
(FDA), and the National Telecommunications and Information
Administration (NTIA).

EXECUTIVE OFFICE OF THE PRESIDENT The President influ-
ences broadcast policy and regulation in numerous ways. He can recom-
mend legislation; he nominates members for, and appoints the chairperson
of, regulatory agencies whose policies, rules, and regulations apply to radio
and television stations; and he can exert influence through the annual feder-
al budget process.

DEPARTMENT OF JUSTICE This department prosecutes violators of
the Communications Act and of rules and regulations applicable to broadcast
station operation. The department’s antitrust division is concerned with sta-
tion ownership and may take action when it believes that ownership or other
circumstances are resulting in a restraint of trade.

FOOD AND DRUG ADMINISTRATION A division of the
Department of Health and Human Services, the FDA regulates mislabeling
and misbranding of advertised products.
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NATIONAL TELECOMMUNICATIONS AND INFORMATION
ADMINISTRATION Part of the Department of Commerce, the NTIA
advises the President on telecommunications policy issues.

Legislative Branch The House of Representatives and the Senate
enact broadcast legislation and approve the budgets of the regulatory agen-
cies. In addition, the Senate has the power of approval of presidential nomi-
nees for regulatory agencies. Both the Senate and the House may influence
broadcast policy and regulation through congressional hearings on issues of
controversy or concern.

Judicial Branch Federal courts try cases against violators of laws, rules,
and regulations, and hear appeals against decisions and orders handed down
by regulatory agencies.

Regulatory Agencies Federal regulatory agencies operate like a
fourth branch of government and enjoy executive, legislative, and judicial
powers. The agency with the greatest influence on broadcast operations is the
FCC, whose role is described later. The commission regulates radio and tel-
evision stations in accordance with the terms of the Communications Act of
1934, as amended. For the general manager, its most significant and awesome
power is that of renewing or revoking the station’s license to operate.

Other regulatory agencies that influence the broadcast media are the
Federal Trade Commission (FTC), which polices unfair trade practices and
false or deceptive advertising, and the Federal Aviation Administration (FAA),
whose concerns include the placement and maintenance of broadcast towers.

Broadcasters are engaged in interstate commerce and, for the most part,
are subject to federal authority. However, state and local governments may
also have an impact on stations through laws on matters such as business
incorporation, taxes, advertising practices, individual rights, and zoning and
safety ordinances.

THE LABOR FORCE

The number of people available for work, and their skills, have a direct influ-
ence on the success of all businesses, including broadcasting. The station’s
ability to hire and retain qualified and productive employees is a major deter-
minant of the station’s performance.

LABOR UNIONS

The general manager of a station in which personnel are represented by one
or more unions is required to abide by the terms of a union contract govern-
ing, among other items, wages and fringe benefits, job jurisdiction, and work-
ing conditions (for details, refer to Chapter 3, “Human Resource
Management”). In nonunionized stations, the general manager must be
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attentive to the treatment of employees, not only for reasons of morale or
competitiveness, but to guard against the threat of unionization.

THE PUBLIC

To generate advertising revenue, the station must attract an audience for its pro-
gramming. Accordingly, as noted in Chapter 4, “Broadcast Programming,” the
public is a major force in program decision making. Organized publics, also
known as citizen or pressure groups, attempt to influence decisions on a wide
range of actions. Among the causes undertaken by different groups have been
improvement in employment opportunities for minorities, the elimination of
violent and sexual content, and the promotion of programming for children.

ADVERTISERS

The financial fate of commercial broadcast stations rests on their appeal to
advertisers. Attracting audiences sought by advertisers and enabling advertis-
ers to reach them at an acceptable cost are major factors in program and sales
decisions.

ECONOMIC ACTIVITY

The state of the local and national economy determines the amount of money
people have to spend on advertised products and their spending priorities.
When the economy is sluggish, businesses pay more attention than usual to
their advertising expenditures and may be tempted to reduce them, thereby
posing a challenge for broadcast stations and other advertiser-supported media.

THE BROADCAST INDUSTRY

Standards of professional performance and content are set forth in a station’s
policy book or employee handbook. Individual employees subscribe to indus-
trywide standards formulated by broadcast organizations or associations in
which they hold membership. The National Association of Broadcasters
(NAB) in 2004 announced plans for a task force on “responsible program-
ming” that would consider adoption of an industry code of conduct.

SOCIAL FACTORS

Since broadcast stations must be responsive to the interests of their commu-
nities, social factors play an important role in program decisions. Stations
must analyze, interpret, and respond to trends in the size and composition of
the local population, employment practices, income, and spending habits.

Broadcast Station Management
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TECHNOLOGY

Advances in technology resulted in the emergence of radio and television
broadcasting and continue to play a major part in station practices. Today, the
general manager experiences, and must respond to, the influence of new
broadcast technologies, as well as those technologies that provide alternative
means of accessing entertainment and information content. 

WHAT’S AHEAD?

In an era of dramatic change and accompanying uncertainty, it appears that
TV station general managers can prepare for one event with some certainty:
the end of analog and the switch to all-digital broadcasting in 2009.

The prospect of Congressional legislation establishing that year as the
“hard date” became real when NAB President Eddie Fritts told the Senate
Commerce Committee in July 2005 that the organization would support such
a law. Now, the planning can begin in earnest to capitalize on the opportuni-
ties that digital affords.

As they prepare for the all-digital age, general managers face many chal-
lenges. One of the most significant will be the decision on how to use the
newly available channels. It will have to take into account factors such as the
sources and availability of content, its appeal to targeted audiences, and the
recruiting of suitably skilled employees. Probably the most important consid-
eration will be the revenue-generation potential of the decision. Already, the
industry has spent an estimated $3.5 billion on the digital build-out and addi-
tional expenditures lie ahead.

As noted in Chapter 4, “Broadcast Programming,” the general manager
may find partnerships with telephone companies appealing. Even alliances
with competing stations are a possibility. One group CEO has proposed that
broadcasters pool their capital and their digital channels to offer wireless
cable in markets across the country.22

Expanding and diversifying program distribution methods will be important
keys to success in the future. Increasingly, viewers are growing accustomed to
“on-demand” media. In other words, they want to control what they use and
when they use it. One 2005 study found that heavy and medium on-demand
consumers account for more than one-third of Americans.23 Their number
will continue to grow and managers must strive to respond to their desires.

The challenges posed by changing technologies and lifestyles will confront
radio station general managers, too. Internet radio, satellite radio, iPods, and
other audio sources provide listeners with an array of attractive alternatives.
Again, consumer control is a major determinant of their choices. For exam-
ple, the study cited earlier found that the top two reasons for using Internet
radio are the ability to listen to content not found elsewhere and to
control/choose the music played.24 At the same time, radio managers may
find comfort in another of the study’s conclusions: more than 80 percent of
Americans say that they will listen to terrestrial radio in the future as much as
they do now, despite advancements in technology.25 Time will tell!
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SUMMARY

Management is defined as the process of planning, organizing, influencing,
and controlling to accomplish organizational goals through the coordinated
use of human and material resources.

The current practice of management has been influenced by several
schools. The first was the classical school, which focused on the productivity
of organizations and their employees. It was followed by the behavioral
school, which drew attention to the importance of satisfied employees to suc-
cessful operation. Management science was characterized by attempts to
quantify the likely outcomes of different managerial decisions. Modern man-
agement thought strives to integrate the various perspectives of earlier schools
by concentrating on systems theory, contingency theory, and total quality
management. The newest practice is the learning organization, which
emphasizes systematic problem solving through the participation of all orga-
nizational members.

The general manager of a broadcast station has four major functions: (1)
planning, or the determination of the station’s objectives and the plans or
strategies to accomplish them; (2) organizing personnel into a formal struc-
ture, usually departments, and assigning specialized duties to persons and
units; (3) influencing or directing, that is, stimulating employees to carry out
their responsibilities enthusiastically and effectively; (4) controlling, or devel-
oping criteria to measure the performance of individuals, departments, and
the station and taking corrective action when necessary.

On a day-to-day basis, the GM carries out several roles—interpersonal,
informational, and decisional. Technical, human, and conceptual skills are
required, together with personal attributes.

Among the significant influences on the GM’s decisions and actions are
the licensee, competing media, the government, the labor force, labor
unions, the public, and advertisers. Economic activity, the broadcast industry,
social factors, and technology also are influential.

Technological advancements, and the changing consumer expectations
they permit, will present both opportunities and challenges. Managers’ abili-
ty to respond effectively to the demands of the new environment will be vital
to success.

CASE STUDY

You are the GM of a talk radio station. You have just arrived home after eat-
ing out with your wife. It’s about 11:15 P.M.

The telephone rings and you answer. Your program director is on the line.
He wants to know if you have seen the late-night TV newscast. You haven’t.
He tells you that the popular host of your midday program has been arrested
for DUI. The newscast included footage of the host being led to a police car
in handcuffs.

Next morning, you call the program director and the local sales manager to
your office. You want to hear their thoughts on an appropriate course of action.
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You begin by quoting from the station’s policy book. It states that employ-
ees convicted on alcohol or drug charges may be terminated.

The program director argues that—even if convicted—the host should be
given a second chance. He has increased the numbers for the time period and
his “loose cannon” style generates lots of controversy and calls.

The sales manager concurs. She says that advertiser demand for the pro-
gram is growing and clients are pleased with the results of their buys.

EXERCISES

1. What factors will you weigh in determining how to deal with the host?

2. Do the arguments of the program director and the local sales manag-
er have merit? Explain.

3. If you decide to go along with their recommendation, will you allow
the host to remain on the air or remove him pending further legal pro-
ceedings? Justify your response.

4. If you decide not to dismiss him, will you attach conditions to his con-
tinued employment? If so, describe them. 
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2

This chapter reviews the increasingly important area of fin-
ancial management and examines

• the two major forms of financial statements used in
the industry

• basic accounting terminology employed by electronic
media managers

• methods used to produce good financial performance
and to monitor financial progress
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For years, electronic media education has focused on the operating skills
thought to be necessary for a successful career in the industry. Traditionally,
the major topics studied have been sales, programming, production, and
management. Massive changes triggered by the deregulatory climate of the
1980s catapulted another subject to prominence in the curriculum. That sub-
ject is financial management.

Deregulation brought financial speculators into the electronic media busi-
ness. The prevailing wisdom of the mid-to-late 1980s was the “greater fool”
theory. Under this concept, money was made by selling a broadcast license or
cable franchise to another at a profit. Operational performance was de-
emphasized in favor of appreciation potential.

All that changed around 1989. Prices had risen to the point that operations
could no longer retire the massive debt run up by speculators. Numerous
electronic media companies went into default, and prices dropped.

By the early 1990s, broadcast stations and many cable systems were valued
on a multiple of the cash flow they generate. Operational financial perform-
ance was the new coin of the realm.

Then, in 1996, everything changed again with the passage of the Tele-
communications Act. Gone were the national ownership limits on radio.
Those for television were relaxed. In-market ownership combinations of up to
eight radio stations were permitted, depending on market size.

The adoption of the new law set off another round of speculative buying
and consolidation, almost without regard to financial performance.

The radio consolidation was largely completed by late 2001. Today, oper-
ators are returning to the basics of producing operating results and return on
investments for public and private investors. Clearly, into the new century,
operational financial performance is to be the coin of the realm once again.

This switch has been prompted by the fact that, by the middle of 2004, the
post-1996 consolidated operators were receiving negative reviews from finan-
cial analysts and were being characterized as market underperformers. Now,
more than ever, management personnel must be well versed in understand-
ing and achieving financial results.1

Pressure to acquire basic financing and accounting knowledge is coming
from other sources, too. In the technology-driven decade of the 1990s, lines
of distinction between traditional forms of electronic media became blurred
or nonexistent. This development spawned a need for a new breed of commu-
nication manager—one with both a traditional background and basic
accounting and financial skills.2 As the industry has progressed since the
Telecommunications Act of 1996, the financial management element of the
managerial equation has assumed even greater significance. Today’s manager
is concerned more about sales and making and meeting budget forecasts, and
less about programming.

It is not possible in the pages of this chapter to make anyone a financial
expert. The goal here is to acquaint the reader with financial terms and con-
cepts and with the typical financial reports used. It is recommended strongly
that today’s electronic media student pursue a more detailed examination of
these matters through finance and accounting courses.
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THE ACCOUNTING FUNCTION

The accounting function in the electronic media is performed using special-
ized computer software developed by various companies. The leading televi-
sion traffic and accounting systems are provided by Columbine. Radio soft-
ware companies include Computer Concepts and Wicks Broadcast
Solutions/CBSI. Some of these systems are integrated or interfaced with dig-
ital audio systems. Examples include Digilink by Arrakis and Audio Vault by
Broadcast Electronics. 

Even with computerized systems, mistakes often are made. Ad agencies
report that there is a 70 to 80 percent discrepancy between invoices and what
actually aired.3 As a result, stations and agencies are moving to a new form of
electronic invoicing—electronic data interchange (EDI). As of this writing,
50 to 90 percent of stations use EDI in some form. Traffic system vendors are
testing such systems. Eventually, paper orders will be eliminated.4

Whether computerized or manual, certain accounting concepts and ter-
minology are basic. Any person with serious management ambition must mas-
ter them.

Effective financial management requires detailed planning and control.
Planning expresses in dollar terms the plans and objectives of the enterprise.
Control involves the comparison of projected and actual revenues and
expenses. The basic planning and control mechanism is the budget.

To prepare the budget, management collects from department heads
financial data and reviews and edits them. Most stations and systems use a
form to display the information for the budget period, usually one year.
Figure 2.1 is a 12-month calendar summary form employed by a radio multi-
ple-station operator in an annual budget preparation.

Budgeting deals with the future. However, past experience suggests realis-
tic revenue and expense amounts. Generally, a reserve account is maintained
to cover emergencies. During the year, regular budget reports permit the gen-
eral manager to compare planned and actual results and to make necessary
adjustments.

Budgeting and cost controls, together with financial forecasting and plan-
ning, are among the major responsibilities of the business department. Other
responsibilities include banking, billings to and collections from advertisers
and advertising agencies, payroll administration, processing of insurance
claims, tax payments, purchasing, and payments for services used.

Fundamental to the efficient discharge of the accounting function are the
establishment and maintenance of an effective and informative accounting
system that will protect assets and provide financial information for decision-
making and the preparation of financial statements and tax returns. Such a
system is based on financial records. As noted above, most such records are
produced for electronic media concerns via specialized computer software.

PLANNING FINANCIAL RECORDS

No matter what the electronic media business is—radio, television, cable, or
other—management requires certain basic information to function. It
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FIGURE 2.1 Budget worksheet used by a multiple radio station operator.

Station ________________ Delta Starr Broadcasting 2005 Proposed Budget

TotalDecNovOctSepAugJulJunMayAprMarFebJan2005

Income
Local Spot Sales
Other Local Sales
Total Local Sales
National Sales
Regional Spot Sales
Total Time Sales
Non-Broadcast Rev. (Rental etc.)
Total Gross Income

Cost of Goods Sold
Local Agency Comm. (15%)
National Agency Comm (15%)
Regional Agency Comm (15%)
Regional Rep. Comm (15%)
National Rep. Comm (15%)
Total COGS
Gross Profit

Engineering Expense
Payroll
Outside Labor-Contract
Repair & Maintenance
Parts & Supplies
Equipment Rental
Freight on Equipment
Auto Expenses

Total Engineering Expense
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Station ________________ Delta Starr Broadcasting 2005 Proposed Budget

FIGURE 2.1 Continued.

TotalDecNovOctSepAugJulJunMayAprMarFebJan2005

Program Expense
Payroll
Payroll Taxes (12%)
Talent Fees—Pd by Client
Production Supplies
Promotion/Prizes
Advert & Promo
Special Programs
Supplies
Program Expense Other
Total Program Expense

Sales Expenses
Payroll
Commissions
Payroll Taxes (12%)
Sales Promotion
Telephone—Promotions
Sales Promotion—Other

Total Sales Expense
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TotalDecNovOctSepAugJulJunMayAprMarFebJan2005

General Administrative
Expenses
Payroll
Payroll Taxes (12%)
Contract Labor
Commissions
Employee Benefits (Health, etc.)
Bonuses
Employee Benefits—Other
Tower Rent
Rent
Transmitter Monitoring
Telephone
Electricity
Gas
Water/Sewer
Cablevision
Trash Service
Bldg Maintenance & Repair
General Taxes
Insurance
Office Supplies
Office Equipment Leases
Office Equipment Repair/Maint
Office Equipment Purchase
Computer Maintenance

Station ________________ Delta Starr Broadcasting 2005 Proposed Budget

FIGURE 2.1 Continued.
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TotalDecNovOctSepAugJulJunMayAprMarFebJan2005
Computer Internet Service
Postage
Postage Meter Rental
Postage-Other (FedEX etc.)
FCC Fees
BMI/ASCAP/SESAC Fees (3.9%)
Memberships/Dues
Subscriptions/Publications
Printing
Client Entertainment/Meals
Personal Property Taxes
Miscellaneous
Legal
Legal FCC
Bank Service Charge
Bad Debt W/O’s

Total General Admin 
Expense

Corporate/Expenses
Administrative Allocation

Total Corporate Expenses

Total Expenses

Net Income

Total Multistation Sales

Station ________________ Delta Starr Broadcasting 2005 Proposed Budget

FIGURE 2.1 Continued.
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includes amounts and sources of revenues and expenditures, and levels of
operational profitability on a monthly and annual basis.

Cable system operators are concerned about their main revenue source,
subscribers, while broadcasters want details of advertising sales. On the expen-
diture side, both cable and broadcast managers require information on pro-
gramming costs. Cable operators need figures on pole rent and contract labor.
Broadcasters care about the cost of maintaining the transmission plant.

Whatever the particular need, the quest for management financial infor-
mation must begin with the design of a recordkeeping system that will pro-
duce the desired results. Every manager embarking on the task of setting up
financial records is looking for guidance (i.e., What is a good model? or What
has worked well for others?). Fortunately, excellent materials are available on
records planning.

The principal sources utilized to set up accounting records are software
companies that design and customize traffic and accounting systems for sin-
gle and multiple station operators. Figure 2.2 presents a proposal submitted
to a multiple station radio operator for such a system. You will note that the
proposal provides for the design and implementation of financial reports.
Figure 2.3 depicts how a centralized traffic and accounting system might be
configured.

Another source is the National Association of Broadcasters (NAB), which
has published an accounting manual for radio stations.5 Included are chap-
ters on financial statements, accounting records, charts of accounts with
explanations, and accounting system automation.

Still another source of information is the Broadcast Cable Financial
Management Association (BCFM). This organization, composed of industry
members, concentrates on financial questions of import to its membership. It,
too, publishes an accounting manual.6 The contents are principally detailed
charts of accounts with explanations, and model financial statement forms.

Whether the system chosen is manual or computerized, it must be
designed to deliver to management certain basic information and to render
financial reports. It will consist of a number of journals and ledgers that
record and summarize all financial transactions and events.

The records most commonly generated are the following:

Cash receipts journal shows all monies received, listed by revenue account
number. It identifies the payer and—in the case of receipts for advertis-
ing—gross amounts, discounts, and agency commissions, and resulting net
amounts. Journal entries cover a given period of time, at the end of which
all amounts are totaled and posted to the general ledger. Individual client
payments are credited to the appropriate account in the accounts receiv-
able ledger (Figure 2.4).

Cash disbursements journal records all monies paid out. Often, it is organ-
ized by major expense category and account number and lists the check
number, date, amount, and the company or person to whom payment was
made. Totals are posted to the general ledger (Figure 2.4).

Sales journal lists all transactions after the commercial schedule has run
and has been billed to the client. No entries are recorded until this happens.
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FIGURE 2.2 Vendor proposal to design and install a traffic and accounting system
for a group radio operation.
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Entries are triggered by performance against the contract and not when the
contract is signed. When made, sales journal entries include the client’s
name, invoice number, date, amount, and the name of the staff member
who made the sale. If part of the cost results from the sale of talent or pro-
gram materials and facilities, that information is entered. So, too, are
details of tradeouts—the exchange of advertising time for goods or servic-
es. Entries for a given period are totaled and posted to the general ledger.
Each gross billing figure is entered on the client’s page in the accounts
receivable ledger (Figure 2.4).

General journal includes noncash transactions and adjustments, such as
depreciation and amortization, and accrued bills not yet paid.
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FIGURE 2.3 Proposal for a multistation centralized traffic and accounting system.
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Accounts receivable ledger records money owed to the business by account.
Using the ledger, the station or system prepares an aging sheet showing
accounts that are current and those that are delinquent.

Accounts payable ledger lists monies owed by the business and includes the
name of the creditor, invoice date and amount, and the account to be
charged.

General ledger is the basic accounts book. It contains all transactions,
posted from various journals of original entry to the appropriate account.
The general ledger consists of two sections. One records figures for assets,
liabilities, and capital, and the other the income and expense account
figures.

Information from the general ledger is used to prepare two major financial
records, the balance sheet and the income statement.

Balance Sheet The balance sheet is a statement of the financial posi-
tion of the station or system at a given time. It comprises three parts:

• assets, or the value of what is owned

• liabilities, or what is owed

• net worth or equity, or the financial interest of the enterprise’s ownership

The term balance sheet is derived from the fact that total assets should
equal total liabilities plus net worth or equity. The two sides of the sheet are,
therefore, in balance.
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FIGURE 2.4 Financial recordkeeping process.

General Ledger Accounts Receivable Ledger
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DISBURSEMENTS Cash Disbursements Journal

General Ledger

SALES Sales Journal

General Ledger Accounts Receivable Ledger

Cash Receipts Journal
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ASSETS Assets are classified as follows:

Current assets are those assets expected to be sold, used, or converted into
cash within one year. They typically include cash, marketable securities,
notes, accounts receivable, inventories (including programming), and pre-
paid expenses.

Fixed assets are those assets that will be held or used for a long term, mean-
ing more than one year. Land and improvements (e.g., a parking lot),
buildings, the transmitter, tower, satellite uplinks and downlinks, antenna
system, studio and mobile equipment, vehicles, office and studio furniture,
and fixtures are among items considered fixed assets.

Fixed assets are tangible assets—things. They depreciate, which means
that use over time reduces their value. Depreciation is a business expense.
The amount of time over which a tangible asset may be reduced systemati-
cally in value is determined by the Internal Revenue Service (IRS) guide-
lines. A more detailed discussion of depreciation occurs later in this chapter.

Other assets is a category that includes mainly intangible assets—those
having no physical substance. Examples are the Federal Communications
Commission (FCC) license, organization costs, and goodwill. These assets
are amortized, or written off, for financial statement reporting purposes.

Amortization, or write-off, of the goodwill amount means that the total
amount is systematically reduced over a period of time by charging equal
annual amounts to the profit and loss statement. Goodwill primarily rep-
resents the value of the broadcast license or cable franchise. For example,
if a station were purchased for $6 million, and the value of its tangible
assets were $3 million, then the goodwill amount would be $3 million.
That amount would be charged to the station profit and loss account in
equal annual amounts. For reasons discussed later in Chapter 10, “Entry
into the Electronic Media Business,” some intangible amounts, while
deducted for financial statement reporting purposes, cannot be deducted
for tax purposes.

An additional example of other assets is the network affiliation agree-
ment of most television stations. In the mid-1980s, some stations began for
tax purposes to write-off these agreements. However, such attempts occa-
sioned significant IRS controversy and litigation. Most of these disputes
were resolved by the Omnibus Budget Reconciliation Act of 1993. The act
provided that certain intangible or other assets could be amortized over a
15-year period. Under the  law, examples of permitted deductions are gov-
ernment licenses and permits, noncompete agreements, network affilia-
tion agreements, franchises, trademarks, trade names, and goodwill. In the
situation cited above, the acquired station’s goodwill of $3 million would
be amortized for tax purposes over 15 years, at the rate of $200,000 per
year.

Prepaid and deferred charges include all prepayments made. Insurance,
taxes, and rents are examples.

LIABILITIES Liabilities reflect short- and long-term debts. They are
listed as follows:
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Current liabilities include accounts, taxes, and commissions payable.
Monies owed for supplies, real estate, personal property, social security and
withholding taxes, music license fees, and sales commissions fall into this
category. Current liabilities also include amounts due on program con-
tracts payable within one year.

Long-term liabilities include those liabilities not expected to be paid with-
in one year. Examples of such liabilities are bank debt, mortgages, and
amounts due on program contracts beyond one year.

NET WORTH Net worth, or equity, records ownership’s initial invest-
ment in the broadcast station or cable system, as increased by profits generat-
ed or reduced by losses suffered.

PREPARING FINANCIAL STATEMENTS

Financial statement preparation begins with a chart of accounts, a list of
account classifications. Each account is assigned a number. 

The following balance sheet chart of accounts is used by LaTerr
Broadcasting Corporation, licensee of KTIB-AM, Thibodaux, Louisiana
(Figure 2.5). Asset accounts are numbered 1000 to 2800, 5010 to 5040, and
9520 to 9540. Liability accounts are 3100 to 3400, 6010 to 6500, and 9990.
Equity accounts are 4000 to 4150.

It is from records of the kind detailed here that the balance sheet is pre-
pared (Figure 2.6).

The financial health of a company is often judged by examining two ratios
computed from the balance sheet numbers. The first of these is current ratio,
which is obtained by dividing total current liabilities into total current assets.
A good current ratio is 1.5 to 1. The second is the debt-to-equity ratio. It is
computed by dividing stockholders’ equity by long-term debt. A satisfactory
debt-to-equity ratio is considered to be 1 to 1.

Income Statement The income statement also is known as the operat-
ing or profit and loss (P and L) statement. It summarizes financial transactions
and events over a given period of time. The difference between revenues and
expenses is the profit or loss for that period.

REVENUES A major source of revenue for all broadcast stations is the
sale of time to local, regional, and national advertisers. Network compensa-
tion may be an additional source for network-affiliated television stations and
some radio stations. Another source is Non-Traditional Revenue (NTR) (see
Chapter 5, “Broadcast Sales). Other broadcast revenues include the sale of
programs and talent and the rental of station facilities. Rents received for the
use of station-owned towers or land, and interest and dividends are examples
of nonbroadcast revenues.

Revenue sources for cable systems are somewhat different. Most revenue is
derived from subscribers. However, systems are developing their advertising rev-
enue through the sale of local and national spots, principally in local availabil-
ities in advertiser-supported networks. Pay-per-view (PPV), video-on-demand
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FIGURE 2.5 Balance sheet chart of accounts. (Source: LaTerr Broadcasting
Corporation. Used with permission.)
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FIGURE 2.6 Example of a broadcast station’s balance sheet.
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(VOD), high-speed Internet, telephone, and music channels are among signif-
icant growth areas. Cable operators are required by law to set aside channel
capacity for lease to third parties, and some receive revenue from such leases.  

EXPENSES Expenses are classified either as direct or as operating and
other. Direct expenses are commissions paid to agencies for the sale of time.
Operating and other expenses are listed according to the organizational struc-
ture. Usually, they reflect the costs of operating the major departments or
areas of activity. In broadcast stations, they are technical (engineering), pro-
gram, sales, promotion, news, and general and administrative.

Other expenses are cash and noncash expenses incurred in the operation of
the business. Depreciation is an example of a noncash expense and results from
the write-off of tangible assets, such as plant and equipment. Typically, the asset
is reduced by equal annual amounts over its life. The systematic annual reduc-
tion in the asset’s value is an expense and is charged to the income statement.

U.S. tax laws divide tangible assets into useful life categories for purposes
of calculating depreciation. For example, buildings have a useful life of 41
years and towers a useful life of 15 years. Other noncash expenses may be
amortized, the systematic reduction of an account over a period of time. As
noted earlier, an example of an expense that is amortized is goodwill.

The term amortization also is frequently applied to program contracts,
which are a cash expense item. Various methods for amortizing program con-
tracts exist. One method is straight line, which permits a deduction of the
total contract in equal annual amounts over the term of the contract. The
alternate approach is called accelerated amortization. Under this method,
larger amounts are written off in the early years of a contract, the theory being
that the initial runs of a program have the most value. More detail on the
specifics of these two approaches can be found in industry publications such
as BCFM’s Broadcast Accounting Guidelines. It should be noted that amor-
tized program contracts are tax deductible and are usually charged to the pro-
gram expense account, not to the “other” category.

Another common “other” expense is interest. Interest is the premium paid
on amounts borrowed to finance acquisitions, purchases of equipment, or
construction of a new facility.

Expenses are charged to the department incurring them. Those that are
necessary for the overall functioning of the operation, such as utilities, gener-
ally are counted against general and administrative costs. Salaries and wages
represent an expense in all departments. The following are examples of other
broadcast department expenses:

Technical

• parts and supplies for equipment maintenance and repair

• rental of transmitter lines

• tubes for transmitter and studio equipment

Program

• program purchases

• rights to broadcast events (e.g., sports)
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• recordings

• music licensing fees

• supplies (e.g., tapes)

• line charges for remote broadcasts

Sales

• commissions paid to staff

• commissions paid to station rep company

• trade advertising

• audience measurement

• travel and entertainment

Promotion

• sales promotion

• advertising and promotion of programs

• research

• merchandising

News

• videotape

• recordings, tapes, and transcripts

• raw film

• wire service

• photo supplies

• art supplies

General and Administrative

• maintenance and repair of buildings and office equipment

• utilities

• rents

• taxes and insurance

• professional services (e.g., legal, accounting)

• office supplies, postage, telephone, and telegraph

• operation of station-owned vehicles

• subscriptions and dues

• contributions and donations

• travel and entertainment
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Operating expenses are deducted from revenue to determine profit or loss.
Profit is the amount by which revenue exceeds expenses. The profit resulting
from the deduction of operating expenses from revenue is called operating
profit. Such deductions do not include noncash expenses, such as the depre-
ciation and amortization previously discussed. Once the operating profit has
been determined, it is then further reduced by depreciation, amortization,
and federal, state, and local taxes. Operating profit adjusted for other expens-
es and taxes is called net profit.

To operate effectively, electronic media managers must know how much
cash their enterprise produces annually, not just how much profit. Cash flow
is the term used to describe the cash generated. It is calculated by adding back
to net profit the amounts charged to expenses for depreciation, amortization,
interest, and taxes. It is the term cash flow that is used to determine the value
of an electronic media property by applying multiples to it. For a more
detailed treatment of these concepts, refer to the discussion of multiples and
prices in Chapter 10, “Entry into the Electronic Media Business.”

No income statement treatment can be complete without a discussion of
trade-outs. A trade-out or barter transaction occurs when goods or services are
provided in exchange for time. As direct transactions, they do not produce com-
missionable billings for advertising agencies and, depending upon individual
station or system policy, may not result in commissions for account executives
either. The transactions must be included on financial statements, with the
major questions being the value to assign to them and when to record them.

The Broadcast Cable Financial Management Association recommends
that the value of the transaction be equal to the cash saved as a result of the
barter. On timing, the BCFM outlines three ways: (1) record income and
expense in the same amount in the same period; (2) record income and
expense in equal amounts over the term of the barter contract; or (3) record
revenue as trade spots are run and expense as goods and services are used.
One of these three methods must be selected and consistently applied. Figure
2.7 is an example of an income statement. 

Different proportions of revenue are provided by each source to radio and
television stations, and radio and television stations incur expenses different-
ly. Regrettably, it is no longer possible to compare the specific revenue and
expense differences between the two media. That is because the National
Association of Broadcasters discontinued its Radio Financial Report in 1992.
And, in the post-1996 environment, it is unlikely that the major consolidators
will be willing to divulge financial information that could lead to a resurrect-
ed report. 

The NAB continues to collect and report TV industry financial data. The
2004 report showed that local advertising accounted for more than 60 percent
of gross advertising revenues for a typical affiliate of ABC, CBS, and NBC.7
The biggest expense items for those stations were news (29.1 percent) and
programming (20 percent).8
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FIGURE 2.7 Broadcast station income statement. (Source: LaTerr Broadcasting
Corporation. Used with permission.)
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COST CONTROLS

Radio, television, and cable have discovered the importance of cost controls
comparatively recently. For most of their history, all three enjoyed almost
automatic and sizable annual revenue increases. In that climate, manage-
ment increased profits primarily through such increases, not through reduc-
ing costs.

In the late 1980s, the equation changed for broadcast radio and television.
The combination of general economic conditions, the rise of niche marketing
due to cable, and the fragmentation of audience shares related to the FCC’s lib-
eral licensing policies all but eliminated the customary annual sales increases.

That tide was reversed with a booming economy in 1993 and has contin-
ued. Radio has increased its overall share of mass media advertising.
Television is still growing in sales volume, but at a lower annual percentage
than radio. Cable progress has been impacted by the emergence of DBS as a
competitor. Cable rate regulation expired in 1999 under the terms of the
1996 Telecommunications Act. However, continued subscriber rate increases
have caused Congress to contemplate possible reconsideration of that provi-
sion. Now that it passes 97 percent of the nation’s 109 million TV households,
cable must look to rate increases, new services, and advertising for revenue
growth.

In the new environment, albeit at different times, radio, television, and
cable turned to cost controls. The most effective control technique capable of
producing significant immediate results is personnel reduction. The 1996 act
permitted expanded ownership consolidation, especially in local radio. That
development has occasioned extensive reduction. Radio and television eager-
ly seized on this method, occasionally producing headlines with it. Increasing
reliance on sophisticated automation for television, and automation plus uti-
lization of satellite formats for radio, accelerated staff cutbacks.

When cable’s moment of truth came, it focused initially on personnel
adjustments, too. Cable also relied on automation technology to achieve
some of its personnel goals. In addition, it turned to outside contractors to per-
form some of the functions formerly undertaken by staff. Cable uses inde-
pendent contractors for installation, rebuilds, and other technical duties and,
in some instances, for the sale of local and spot advertising.

Once the immediate cost benefits of personnel reduction are realized,
additional expense reduction is a lot more tedious and requires persistent
management attention. Continuing vigilance and monitoring of certain
expenditure categories historically have led to savings. Many of these items
involve commonsense administration and are common to radio, television,
and cable. They include the following:

1. Employee Performance

A. Employees should be hired on the basis of their qualifications to
carry out required tasks. If a staff member lacks the necessary
skills, or has to be trained or assisted, performance will suffer and
the station or system will not be receiving value for its salary or
wage dollar.
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B. Each employee’s workload should be great enough to justify the
position. Underemployment represents a waste of dollars and a
drain on profits.

C. Employee efficiency is influenced by available resources. The
company must provide the equipment and the space necessary to
enable staff to produce quality work efficiently and economically.

D. The work environment must be conducive to productivity.
Uncomfortable temperatures, noise, and interruptions detract
from work, and may reduce accomplishments and profits.

E. Supervisory personnel should be conversant with the job description
of each employee in their charge and, through example and direc-
tion, strive to ensure that each performs at maximum efficiency.

F. Clear policies should be established and enforced on employee
working hours and privileges, such as the frequency and length
of coffee or meal breaks. Abuse can result in lowered productiv-
ity. Similarly, policies should be set forth on personal use of the
telephone and other facilities. An employee engaged in a person-
al telephone call or in personal use of a copying machine or
computer may delay the completion of business. Further, the
cost of long-distance telephone calls for personal reasons can be
substantial.

G. Morale is an important element in the willingness of employees to
assist in controlling costs. For that reason, management should not
underestimate the significance of employer–employee relations
and of other factors that contribute to morale.

2. Employee Compensation

Salaries and wages should be fair and competitive in the market.
However, care must be taken with increases and overtime.

It is financially dangerous to lead employees to believe that they
will receive automatic, periodic increases, unless that is company pol-
icy. Staff accustomed to receiving such increases will feel resentment
if increases are not granted or are discontinued. Instead, some
employers prefer to grant bonuses, which are not viewed as a right and
need not be given automatically or regularly.

Employees who regularly receive overtime pay regard it as part of
their salary. When overtime is reduced or eliminated, they consider it a
cut. If work cannot be completed in the normal work day, considera-
tion should be given to adding part-time personnel at the regular rate of
pay, thus avoiding the premium rates that have to be paid for overtime.

3. Professional Services

Some professional services are necessary, but their use should be
reviewed periodically and controlled. The services used most by
broadcast stations and cable systems are:
A. Accounting and auditing

The staff bookkeeper should be able to carry out most of the
accounting. If not, an accounting firm will have to be used, and at
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a substantially higher cost. However, such a firm usually is
engaged to file tax papers and conduct audits.

B. Legal
Most stations find it advisable to retain a Washington, DC, attor-
ney who is qualified to practice before the FCC. The attorney pro-
vides the station with timely information and advice, and is espe-
cially helpful in the preparation of license-renewal papers. The
increasing burden and complexity of federal regulation also has
led many cable systems to engage Washington counsel. Some sys-
tems are trying to minimize the expense by joining with others in
a consortium. Engaging a local attorney in addition is not a wise
expense for most stations or systems, since most of the help
requested concerns the collection of overdue accounts. That is a
service that can be rendered more economically by a collection
agency.

C. Consulting
Stations often feel the need for outside advice on programming,
news, sales, and promotion. Engaging consultants can be costly. A
more economical approach is to try to include such assistance, if
possible, among the services of the station rep company.

4. Facilities

A. Land and buildings
Even though the cost of purchasing land and buildings may be
high, it is more advantageous for a station to own than to rent.
This is true, particularly, of the land on which cable satellite
downlinks or the broadcast transmitter tower and building are
located. If the landowner demands an excessive amount of money
to renew a lease, management faces a dilemma. It is especially
acute for broadcasters, since the license to broadcast is granted on
the present tower location. To move would involve costly engi-
neering studies and attorney fees and would require FCC
approval.

Rental of office and studio buildings poses fewer risks.
However, it may be difficult or impossible to obtain the owner’s
approval to make structural changes aimed at increasing services
or improving efficiency.

B. Equipment
All equipment should be purchased at the best price available and
for its contribution to the quality, efficiency, or range of program
or other services. If it will generate additional revenues or reduce
costs, so much the better. The temptation to buy equipment for
“prestige” should be avoided. The same is true of equipment that
will not be used regularly. Renting rather than purchasing may
make more sense. A similar approach should be taken with tele-
phone equipment and services. They should be sufficient for the
business’s needs, but not extravagant.
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5. Insurance

Insurance has become a major cost-increase item. Some insurance
requirements are mandated by state law. An example is workers’ com-
pensation. Loan agreements with the station’s or system’s lenders may
require certain coverage, such as fire, automobile, title, or errors and
omissions. Cost efficiencies on some types of insurance may be
achievable through state or national broadcast or cable associations.

The major problem in recent years has been medical insurance.
Premiums have escalated dramatically and are a major expense item.
Employers constantly monitor such costs and pursue methods
designed to limit the significant annual increases. Today, many com-
panies require up to one or two years of service before an employee
qualifies for employer-paid (or partially paid) medical insurance.
Generally, deductibles have been increased and benefits have been
capped or limited to contain costs. Employees have come to expect
that medical insurance will be included in their compensation pack-
age. How it is administered is a definite morale factor.

6. Bad Debts

Failure to collect payment for time sold to advertisers is a problem that
confronts many stations and a growing number of cable systems.
Elimination of the problem is impossible, but it can be reduced
through the statement and enforcement of a policy on billing and pay-
ment procedures. It may be necessary to terminate delinquent accounts
to prevent additional losses and send a message to other advertisers.

7. Budget Control

Close control should be exercised over all expenditures. For purchas-
es, this can be accomplished through purchase orders that require the
general manager’s signature. A control system should exist for other
expenditures, including the following:

A. Travel and entertainment
A policy should be established for employees who incur work-
related travel and entertainment costs, not only to control them
but also to satisfy the requirements of the Internal Revenue
Service. Before reimbursing employees, many companies require
submission of an approval voucher signed by a supervisor or the
general manager. Usually, it gives the date and purpose of the trav-
el, locations, and details of and receipts for travel, food, accommo-
dation, and other items, such as parking fees, tips, and tolls.

B. Dues
Management must determine those associations or organizations
in which the station or system should hold membership. The
NAB or the National Cable Television Association (NCTA) usual-
ly are high on the priority list. Affiliation with the state broadcast
or cable association and the local chamber of commerce also may
be considered advantageous. However, all memberships should
be chosen with an eye to the benefits they provide.
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Many companies believe that department heads and others
should join appropriate local, state, or national organizations to
advance their careers or the employer’s interests. If the company
has a policy of paying employee membership fees, it is important
that each proposal for membership be considered on the basis of
the benefits that will accrue to the individual and the company. If
membership contributes little or nothing, monies spent will be
wasted.

C. Subscriptions
Most employers subscribe to selected newspapers, magazines, and
journals, and make them available to staff. Publications should be
chosen for their contributions to the interests of the employees
and the company. Costs can be reduced by eliminating those that
are not read or are of marginal interest.

D. Contributions
All stations and systems confront requests from nonprofit organi-
zations for financial contributions or air time. To control such
expenditures, a policy should be implemented that permits the
discharge of the “good corporate citizen” role and prevents resent-
ment by those whose requests cannot be granted. Many compa-
nies put a dollar value on each public service announcement
aired and mail an invoice to the organization indicating that the
amount represents a contribution. Such records also provide use-
ful documentation for license- or franchise-renewal purposes.

E. Communications
Broadcasting and cable always have been the home of deadlines
and time demands. With today’s emphasis on productivity and
lean staffs, time pressures are intensified. Such an atmosphere
produces an employee reliance on expedited means of communi-
cation, which almost always add to costs. Dependence on tele-
phone, fax, photocopies, and express delivery services have
become the rule, not the exception. Experienced management
knows that even little numbers can grow quickly into larger ones,
to the point of becoming unpleasant surprises.

Accordingly, managers must be alert to these expenditures and
must develop methods of monitoring and control. For example,
most communication systems today have electronic entry codes.
They ensure that only authorized staff incur expenses. If employ-
ees exceed their authority or abuse their access, remedial action
can be taken. The use of such codes has an immediate and dra-
matic effect on telephone, fax, and photocopy excesses. Abuse of
costly overnight delivery services as a defense against almost-
missed deadlines is not as easy to control and requires real man-
agement diligence.
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MONITORING FINANCIAL PROGRESS

Management can monitor financial performance in a number of ways. The
most obvious is to compare actual results for a month, quarter, or year with
the budget and the comparable period for the prior year. A good financial
statement, balance sheet, or income statement will give a manager all that
information on one piece of paper.

Another important monitoring technique is the comparison of the station’s
or system’s financial progress with that of peers. As noted earlier, one of the
principal sources that provided comparisons for radio stations has been dis-
continued. However, television stations still can benefit from an examination
of the NAB/BCFM Television Financial Report.

There are other sources for comparative information. One consists of
newsletters and annual reports issued by Paul Kagan Associates, Inc., of
Carmel, California.9 Annual reports include the Radio Financial Databook,
TV Station Deals & Finance Databook, and the Broadband Cable Financial
Databook. Additional sources are available from the Radio Advertising
Bureau (RAB),10 the Television Bureau of Advertising (TVB),11 and the
Cabletelevision Advertising Bureau (CAB).12 Revenue reports for some mar-
kets are compiled by Miller, Kaplan, Arase & Company.13

Another useful tool is the NAB’s Television Financial Monitoring System,
whose customized reports allow for the comparison of financial results of a
particular station with those of similar stations. To use the system, it is neces-
sary to send the NAB a special order form with details of the stations for which
comparative data are desired (Figure 2.8).

Additionally, in some markets, stations report their revenue results to an
accounting firm retained by all stations. Where available, this procedure pro-
vides a method of determining a station’s revenue performance as a percent-
age of the total for the market. Since stations are no longer required to report
their financial results to the FCC, this can be a valuable method of monitor-
ing station and market performance.

Financial results are now the most important measurement of a manager’s
effectiveness. The electronic media manager must be knowledgeable about
these important matters.
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FIGURE 2.8 NAB Special Television Financial Reports order form. (Reprinted with
permission of the National Association of Broadcasters.)

WHAT’S AHEAD?

No one can predict the future in a consolidating, technology-driven industry
like electronic media with any accuracy. All we can do is spot trends.

One emerging trend is publicly traded megacompanies that are vertically
and horizontally integrated. Public companies are earnings-driven, and the
market is unforgiving when profit forecasts are not fulfilled. As consolidation
progresses, more and more publicly-traded entities will be operating radio and
television stations, even in small, unrated markets. 
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The stock market has begun to question the underperformance and eco-
nomics of these megacompanies.14 As shareholders watch the declining value
of their equities, it does not take too much imagination to understand how
important financial performance skills will be.

More than ever, financial management will be the measure of manage-
ment success. Accordingly, it is vital that any aspiring broadcaster, cablecast-
er, or future electronic mediacaster of whatever technical innovation comes
along be well acquainted with financial terminology and concepts.

Electronic media students should include computer, business, account-
ing, and financial courses in their curriculum planning. The industry will
become more centralized as to product and management. It will be more
computer-driven, and the number of program staff will decline. What will be
left largely will be financial, sales, and promotion personnel.

SUMMARY

Financial management demands an understanding of the accounting func-
tion, basic financial statements utilized by managers, methods of preparation,
and the terminology employed.

The accounting function begins with the budget process, continues with
the recording and reporting of transactions, and concludes with an analysis of
financial results.

The budget is a planning and control document that plots the course of pro-
jected financial transactions (i.e., revenue, expense, profit, or loss). Actual daily
results are recorded in journals and ledgers, and are transferred to financial
statements by using charts of accounts. The two main financial reporting forms
are the balance sheet and the income statement. The balance sheet reveals the
condition of the business at a fixed point in time. It discloses total assets, liabil-
ities, and capital of the operation. Ratios are then applied to balance sheet
results to determine the relative strength or weakness of the company.

The income statement is another measure of financial health. It measures
revenue and expenses, resulting in profit or loss for a given period of time.

After the results are reviewed and compared with the budget, cost control
methods may be required. Even if financial results meet or exceed the budg-
et, the electronic media manager might still be underperforming. Financial
progress also is judged by a comparison of the results achieved with similar
facilities inside or outside the market. Once made, those additional compar-
isons may require management to effect further changes in station or system
operations.

CASE STUDY

Dustin Hoffman is busy burning his graduation shoe leather making the
rounds of well-situated communications graduates from his alma mater, “I
Can’t Believe U.” 
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Dustin’s interviews have focused his attention on what he should have
learned but did not. Collegiate Bowling 101 was a sure GPA builder but it was
not accounting concepts. Mating habits of the North American Bison was no
substitute for Software Concepts for Managing Information in a business that
sells intangible products.

It seems that his best opportunity is with an ailing radio station blessed with
a new owner, an alumnus, who pawns the station through intensive sales,
electronic efficiency, and multiple-hat staff members.

Dustin’s offer from WFIX-FM is an entry-level sales position. He must
oversee the installation of a computerized accounting and monitoring system
to track sales performance and profits. 

It’s either this or go to work in his father’s waste management business. He
takes the job, and has to solve the following problems.

EXERCISES

1. Where can he get some basic information on accounting terminology
and methods for a stand-alone radio station?

2. Where can he find a specialized software company that can provide
an “off-the-rack” user-friendly accounting system?

3. What basic accounting statements will Dustin want the software to
produce? Why?

4. What tools are available to monitor his station’s performance against
its peers?

NOTES
1 Radio Business Report, Morning E-Paper, July 16, 2004. http://www.rbr.com/epaper.
2 “1994 Career Guide,” U.S. News and World Report, November 1, 1993, pp. 78–112.
3 Ken Kerschbaumer, “Data Is Power,” Broadcasting & Cable, June 7, 2004, pp. 48–49.
4 Ibid.
5 Accounting Manual for Radio Stations. Washington, DC: National Association of

Broadcasters, 1981.
6 Broadcast Accounting Guidelines. Northfield, IL: Broadcast Cable Financial

Management Association, 1996.
7 NAB/BCFM 2004 Television Financial Report, p. 36.
8 NAB/BCFM 2004 Television Financial Report, p. 37.
9 http://www.kagan.com.

10 http://www.rab.com.
11 http://www.tvb.org.
12 http://www.onetvworld.org.
13 http://www.millerkaplan.com.
14 Radio Business Report, Morning E-Paper, July 16, 2004. http://www.rbr.com/epaper.
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This chapter looks at the management of human resources
and examines

• the chief functions of human resource management

• the management of unionized workers

• selected laws and regulations governing the recruit-
ment, hiring, and treatment of employees
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Broadcast stations in the same market, with comparable facilities and staffs of
similar size, often achieve different levels of success. Some attain their objec-
tives regularly, while others fare poorly. Why?

The reasons may be complex. Often, however, the difference may be
traced to the way in which each station manages its personnel. The station
that attracts qualified employees, compensates them fairly, recognizes and
responds to their individual needs, and provides them with a pleasant work-
ing environment is rewarded with the amount and quality of work that lead to
success. The station that pays more attention to the return on its financial
investment than to its staff is plagued by low morale, constant turnover, and
a continuing struggle in the competitive broadcast marketplace.

It has been observed that, “No other element of the broadcasting enter-
prise can deliver as great a return on investment as its human resources.”1

Recognizing this, many large stations have established a human resources
department, headed by a manager or director. Working with the general man-
ager and other department heads, the department is involved in the following
functions: (1) staffing, including staff planning and the recruitment, selec-
tion, and dismissal of employees; (2) employee orientation, training, and
development; (3) employee compensation; (4) employee safety and health;
(5) employee relations; (6) trade union relations, if staff members belong to a
trade union; and (7) compliance with employment laws and regulations.

In most stations, however, these functions are handled by a number of dif-
ferent people. Typically, department heads are largely responsible for the
management of employees in their respective departments. They recommend
to the general manager departmental staffing levels, the hiring and dismissal
of staff, and salaries and raises. They approve vacation and leave requests,
supervise staff training and development, and ensure departmental compli-
ance with legal and regulatory requirements. Similarly, if their staff is union-
ized, they carry out the terms of the union contract.

The general manager approves staffing priorities, hirings and dismissals,
and salaries and raises for employees in all departments. The general manag-
er monitors, also, the station’s compliance with all applicable laws and regu-
lations and with trade union agreements. The business manager is charged
with maintaining employee records and processing the payroll.

THE FUNCTIONS OF HUMAN RESOURCE
MANAGEMENT

STAFFING

Planning To meet its objectives, a broadcast station must have an ade-
quate number of employees with appropriate skills, both in the station as a
whole and in each department. Ensuring that enough qualified staff are avail-
able requires the projection of future needs and the development of plans to
meet those needs. Together, these activities are known as personnel planning,
which consists of five components:
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Job analysis identifies the responsibilities of the job, usually through con-
sideration of the job’s purpose and the duties that must be carried out in
order to fulfill that purpose.

Job description results from the job analysis and includes purpose and
responsibilities.

Job specifications grow out of the job description and set forth the mini-
mum qualifications necessary to function effectively. Typically, they
include a certain level of education and experience in similar work. Other
specifications vary with the job.

Workload analysis is an estimate of the type and amount of work that must
be performed if the station’s objectives are to be met.

Workforce analysis involves consideration of the skills of current employees
to determine if any of them have the qualifications to handle the job. If the
analysis shows that some do, a selection may be made among them. If not,
the station probably will seek a qualified candidate outside.2

To illustrate the personnel planning procedure, assume that a television sta-
tion intends to expand its early-evening newscast from 30 minutes to 1 hour.
The workload analysis indicates, among other things, that a co-anchor must
be added. The workforce analysis finds that none of the existing news staff is
qualified. The job analysis concludes that the chief responsibility is to co-
anchor the newscast and that additional responsibilities include writing and
reporting for both the early and late newscasts. The job description lists the
position title and the responsibilities it carries. The job specifications call for
a degree in broadcasting or journalism and experience in TV news anchor-
ing, writing, and reporting.

Recruitment Recruitment is the process of seeking out candidates for
positions in the station and, if necessary, encouraging them to apply. Many
stations have a policy of filling vacant jobs with current employees, whenev-
er possible. Such a policy can help build morale among all employees, since
it shows management’s concern for the individual and suggests that everyone
will have an opportunity for advancement. From the station’s standpoint, the
practice is advantageous because management knows its employees and their
abilities. In addition, the employee is accustomed to working with other sta-
tion staff and is familiar with the station’s operation. Stations that are part of
a group usually post the opening with other stations in the group. Similar
advantages apply.

When recruitment takes place externally, the particular vacancy will sug-
gest the most likely sources of applicants.  Stations and groups usually post all
vacancies on their Web site. Some stations supplement their online postings
with advertisements in the local newspaper, especially for clerical positions.
Advertisements in national trade magazines—B&C Broadcasting & Cable and
TelevisionWeek, for example—may attract the attention of potential employees
in a range of professional areas. Publications and Web sites of trade and profes-
sional organizations, such as the National Association of  Broadcasters and
state broadcasting associations, are another means of publicizing job openings.
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Web-only sites are an additional option. They include Radio Online
(http://www.radio-online.com) for radio and Broadcast Employment Services
(http://www.tvjobs.com) for television. Both sites offer postings at no charge to
stations. Vacancies in radio and television may be advertised at
http://www.TvandRadiojobs.com, which charges a listing fee. 

Station consultants may be helpful in suggesting candidates for positions,
since they are familiar with employees in other markets.

As noted later in the chapter, the Federal Communications Commission
(FCC) requires most stations to use recruitment sources and notify request-
ing organizations of every full-time vacancy. 

A good source of applicants, particularly for entry-level positions, is the
two-year college or university, especially if it has a broadcasting or communi-
cation department. Many stations in college and university towns conduct
internship programs with such institutions and are able to identify potential
employees during the internship. In the absence of an internship program, a
call to the institution’s placement office will bring the vacancy to the atten-
tion of students. Most placement offices keep files on recent graduates and
will alert those with appropriate qualifications. If the office distributes a regu-
lar listing of positions to interested alumni, an even larger number of poten-
tial applicants will be reached.

Word of actual or anticipated vacancies spreads quickly through most sta-
tions. It is common, therefore, for employees to carry out informal recruiting
by notifying friends and acquaintances. Additionally, many stations ask
employees to suggest people who may be interested.

Most radio and television stations keep a file of inquiries about possible
jobs. Persons visiting the station to ask about openings often are invited to
complete an application for employment, even if no vacancy exists. The
application may be filed for possible use later. A similar practice is followed
with letters of inquiry. Obviously, the value of the file diminishes with the pas-
sage of time as those making the inquiry find other employment, and many
stations remove from the file applications that are more than six months old.
However, it may be a useful starting point.

Selection When recruitment has been completed, the station moves to
the selection process. This involves the identification of qualified applicants
and the elimination of those who are not. Ultimately, it leads to a job offer to
the person deemed most likely to perform in a way that will assist the station
in meeting its objectives.

Stations typically require applicants to complete an employment applica-
tion form. Stations and groups often include the form on their Web site.
Generally, it asks for personal information, such as name, address, and tele-
phone number, as well as details of the position sought, education and work
experience, and the names and addresses of references. An example of an
application for employment form is shown in Figure 3.1. It calls for other
information that the station may use in the selection, such as legal authoriza-
tion to work in the United States and criminal record. In addition, it states the
station’s policy on nondiscrimination in employment, which will be discussed
later in the chapter.
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FIGURE 3.1 Sample of an application for employment in a broadcast station.

Application For Employment

Hometown Broadcasting Company is an equal opportunity employer. All qualified applicants will

be considered without regard to race, creed, color, sex, pregnancy, marital status, age, ancestry,

national origin, or  disabilities or any other classification protected by applicable state or local laws.

Reasonable accommodations for the needs of otherwise qualified applicants with disabilities will be

made upon request. NOTICE TO APPLICANTS WITH DISABILITIES: Please advise if you

need assistance in completing this form or need an alternate form. If you believe that you have been

discriminated against on any bases listed above, you may notify the Federal Communications

Commission or any local, state, or federal agency charged with the responsibility of investigating

such claims (e.g., the Equal Employment Opportunity Commission).

PERSONAL INFORMATION:

1. Name: _________________________________________________________

2. Social Security Number: ___________________________

3. Phone Number: ___________________________

4. Date of Application: ___________________________

5. Present Address: __________________________________________________

City: ________________________     State: __________   Zip: _____________

6. Specific position for which you are applying: ___________________________

7. Salary desired: ___________________________

8. Date you can start: ________________________  Are you 18 years or older? ______

9. What is your availability to work?     _____ Full-Time   _____ Part-Time

______  Days   ______  Nights   ______ Weekends

10. Do you hold a current FCC license?   _____ Yes   _____ No

If yes, issue date: ____________

11. Have you ever been employed by or applied for employment with Hometown Broadcasting

Company or this station?  _____  Yes    _____  No

If so, please state when, where, and what position held: _______________________

_______________________________________________________________________

12. At time of hire, will you be able to demonstrate that you are legally authorized to work in the

United States?  _____  Yes    _____  No

13. Can you perform the essential functions for which you are applying, with or without reason-

able accommodation?    _____  Yes    _____  No

14. Have you ever been convicted of or pleaded guilty to a felony or a misdemeanor (do not

include traffic violations)?  A conviction is not necessarily grounds for disqualification from

employment. _____  Yes    _____  No

If so, explain, giving date, court, and place where offense occurred: ________________

__________________________________________________________________ _______

EMPLOYMENT EXPERIENCE: Please list your last three employers, starting with your current

or most recent position.

1. Company Name: ___________________________________________________

2. Address: _________________________________________________________
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City: ________________________     State: __________   Zip: ____________

3. Position Title: ______________________________________________________

4. Starting Salary: ____________________   Ending Salary:____________________

5. Starting Date: _____________________   Leaving Date: ____________________

7. Reason for leaving: ___________________________________________________

8. Supervisor's Name: __________________________________________________

If currently employed, may we contact your employer?    _____  Yes    _____  No

1. Company Name: ___________________________________________________

2. Address: _________________________________________________________

City: ________________________     State: __________   Zip: ____________

3. Position Title: ______________________________________________________

4. Starting Salary: ____________________   Ending Salary:____________________

5. Starting Date: _____________________   Leaving Date: ____________________

7. Reason for leaving: ___________________________________________________

8. Supervisor's Name: __________________________________________________

1. Company Name: ___________________________________________________

2. Address: _________________________________________________________

City: ________________________     State: __________   Zip: ____________

3. Position Title: ______________________________________________________

4. Starting Salary: ____________________   Ending Salary:____________________

5. Starting Date: _____________________   Leaving Date: ____________________

7. Reason for leaving: ___________________________________________________

8. Supervisor's Name: __________________________________________________

REFERENCES: Please list three people, other than relatives or previous employers, whom you

have known for at least one year.

1. Name & Business Relationship: _________________________________________

2. Address: __________________________________________________________

3. Phone Number: _________________________

1. Name & Business Relationship: _________________________________________

2. Address: __________________________________________________________

3. Phone Number: _________________________

1. Name & Business Relationship: _________________________________________

2. Address: __________________________________________________________

3. Phone Number: _________________________

FIGURE 3.1 Continued.
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The station may ask applicants to take a test to prove that they have the
skills claimed on the form. Candidates for a clerical position, for example,
may have to demonstrate speed and accuracy on a word-processing test. Some
stations use writing tests for entry-level positions in the newsroom.

Applicants for many positions prefer to provide the station with a résumé,
in addition to or instead of a completed application form. The résumé permits
the person seeking employment to emphasize qualifications and to provide
more details than most application forms can accommodate.

For on-air positions, the station usually asks applicants for an air check or
tape containing examples of their work. In radio, the aim is to identify persons
whose voice and style match station format, or whose news delivery com-
mands credibility. In addition to considering voice, the television station is
interested in physical appearance and manner of presentation.

Using the employment application form or résumé and, if appropriate, test
results and the on-air samples, the station can reduce the list of applicants to
those who match most closely the job qualifications. The process of elimina-
tion usually continues until only a few names remain.

At this point, interviews may be arranged with those whose applications
will be pursued. However, many stations prefer to carry out background and
reference checks before proceeding, and with good reason.
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EDUCATION:
Name & Location Course Study/Degree Did you graduate?
High School ______________________ ___________________

College ______________________ ___________________

Graduate ______________________ ___________________

Apprentice, Business or _____________________ ___________________

Vocational School ______________________ ___________________
Please list any other licenses, certificates, or skills which are job-related: ___________________
________________________________________________________________________________
________________________________________________________________________________

CERTIFICATION OF APPLICANT
I hereby certify that the information I have supplied on this application is true and complete and
does not contain any falsifications, omissions, or concealments of material fact. I understand that
any false statements or material omissions will be sufficient cause for rejection of my application or,
if I have been hired, will be cause for discharge.

I certify that I am not a party to any contract and do not have any other obligations that would
limit, interfere with or restrict my ability to work for Hometown Broadcasting Company.

1. Applicant's Signature: ________________________________________________

2. Date of Application: _________________________________________________

FIGURE 3.1 Continued.
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Applicants seek to present their education, experience, and skills in the
most favorable light. Most list accomplishments of which they are proud and
ignore their shortcomings. Some even stretch the truth and give themselves
job titles they never held or claim to be proficient in tasks for which they have
only rudimentary ability. Furthermore, listed references are likely to be per-
sons who are disposed favorably to the applicant.

Checking on the education of applicants usually is not difficult. A tele-
phone call, fax, or letter to a school, college, or university can produce the
required information.

The work experience check sometimes presents problems, especially if the
applicant has held jobs with several stations over a number of years. However,
the stations’ personnel files should contain records of the candidate’s job titles
and responsibilities, employment dates, and salary.

Many stations try to obtain from previous employers details of the appli-
cant’s quality of work, ability to get along with colleagues and superiors,
strengths and weaknesses, and the reason for leaving. It is not unusual to dis-
cover that managers under whom applicants have worked at other jobs have
moved in the meantime. When this happens, perseverance is required to
track down the manager and, in the event of failure, to find others who
remember the applicant and are willing to respond to questions.

Obtaining responses is difficult for another reason: the increasing inci-
dence of legal actions by persons receiving negative recommendations. For
that reason, it is not unusual for employers to provide only confirmation of a
former employee’s dates of employment, job title, and responsibilities.

If the applicant has a job, questions may be posed to the current employer.
But stations usually do so only with the approval of the applicant. Permission
of the applicant is required, also, if the station plans to carry out a credit check.
This practice is not widespread, but many stations conduct such a check on
prospective employees whose job will entail the handling of money.

Checks with the references listed by the applicant usually concentrate on
the circumstances through which the reference and the applicant are
acquainted, and on personal and, whenever appropriate, professional
strengths and weaknesses about which the reference can provide information.

If the background and reference checks support the station’s preliminary
conclusions about the applicant’s qualifications, an interview will be sched-
uled. Of all the steps involved in the selection process, none is more impor-
tant than the interview. The station will use the results to make a hiring deci-
sion. A good choice of candidate will add to the station’s competitive strength.
A poor choice may lead to a decision to dismiss the chosen candidate after
only a short period of employment, leading to yet another search with its
attendant expenditures of time, money, and effort.

Interviews are time-consuming for station employees who will be involved
and may be costly for the station if the interviewees live in distant cities and
the station meets the expenses of travel, meals, and accommodation.
However, while application forms, tests, résumés,  air checks or tapes, and
background and reference checks yield a lot of information about applicants
and their qualifications, only a face-to-face interview can provide insights into
those personal characteristics that often make the difference between success
and failure on the job.
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The interview gives the station the opportunity to make a determination
about the applicant’s suitability based on observation of factors such as
appearance, manners, personality, motivation, and communication abilities.
The applicant’s awareness of commercial broadcasting’s philosophy, prac-
tices, and problems, and their attitudes toward them also may be gleaned
from responses to questions. In addition, conclusions may be drawn about the
applicant’s ability to fit into the station.

Interviewing procedures vary. Some stations prefer an unstructured, free-
wheeling approach, while others follow a structured and formal method. The
general manager may take part or merely approve or disapprove the hiring
recommendation. In some stations, only the head of the department in which
the vacancy exists participates; in others, the heads of all departments may be
involved. Some stations include staff in the interviewing.

Whatever procedure is followed, the principal objective of the interview
should be the same: an assessment of the candidate’s suitability for the posi-
tion. Of course, the interview may be used to obtain from the applicant addi-
tional details about qualifications or clarification of information contained on
the application form or résumé. The interviewer may wish to provide the
applicant with specific information about the station and the job to be filled.
But such exchanges of information should be used only as a means of satisfy-
ing the principal objective, and not merely to fill the allotted time.

Those involved in conducting the interview can take certain actions to try
to ensure that the objective is achieved:

BEFORE THE INTERVIEW

1. Become fully familiar with the responsibilities of the position to be
filled and the education, experience, and skills necessary to carry
them out. This will permit an understanding of what will be required
of the new employee, and of the relative importance of education,
experience, and skills.

2. Review the candidate’s application form or résumé and, if appropriate,
test results and air check or tape. This will help to assess the candi-
date’s qualifications and suggest possible questions for the interview.

3. Confirm the date and time of the interview and ensure that enough
time has been allowed for it.

4. Give instructions that the interview must not be interrupted by other
staff or by telephone calls.

DURING THE INTERVIEW

1. Establish a friendly climate to put the interviewee at ease. This can be
accomplished by a warm handshake, a smile, and some small talk.

2. Ask only job-related questions. Questions that do not lead to an assess-
ment of qualifications for the position are wasted. They also may be
dangerous if they suggest discrimination based on age, sex, or religion,
for example.
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3. Give the interviewee an opportunity to speak at some length and to
answer questions fully. One method of doing this is to pose open-
ended questions. If necessary, press the candidate with follow-up ques-
tions to obtain additional information.

4. Listen to the responses to the questions. Some interviewers prefer to
make written notes during the interview, though this can be disturb-
ing for an interviewee who is required to look at the top of someone’s
head during what should be a face-to-face exchange.

5. Give additional information about the job and the station to ensure
that the candidate has a full understanding of them. Details of the full
range of responsibilities, working hours, salary, and fringe benefits,
and of the station’s organization, goals, and role in the community are
among the items that could be covered.

6. Allow time for the candidate to ask questions. In giving details of the
job and the station, many interviewers assume that they are providing
all the information a candidate requires. However, the interviewee
may also be interested in considerations that are not job-related, such
as the cost of housing, the quality of the public schools, and employ-
ment opportunities in the community for a spouse.

7. Pace the interview so that all planned questions are covered. Omission
of questions and the responses may make a hiring decision difficult.

8. Terminate the interview politely. One way to end is to advise the can-
didate when a decision on filling the position will be made.

9. Ensure that the candidate is shown to the next appointment on the
schedule. If the interview is the final appointment, arrange for the
candidate to be accompanied to the exit.

AFTER THE INTERVIEW Record the results of the interview immedi-
ately. Some stations use an evaluation form that lists the qualifications for the
job and permits the interviewer to grade each candidate on a scale from
“poor” to “outstanding” on each. Other stations ask the interviewer to prepare
a written memorandum assessing the candidate’s strengths and weaknesses.
When interviews with all candidates have been completed, the memoranda
are used in making a recommendation.

Oral evaluations are not satisfactory, since they leave a gap in the station’s
employment records. This leads to problems if questions about hiring prac-
tices are raised by an unsuccessful candidate or the FCC.

As soon as the decision has been taken to hire one of the interviewed can-
didates, a job offer should be made promptly. A telephone call will establish
if the candidate is still available and interested, and if the offer is acceptable.

To ensure that the station’s records are complete, and to avoid misunder-
standings, a written offer of employment should be mailed, with a copy.
Among other information, it should include the title and responsibilities of
the position, salary, fringe benefits, and the starting date and time. If it is
acceptable, it should be signed and dated by the new employee and returned
to the station, where it will become part of the employee’s personnel file. The
copy should be retained by the employee.
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A letter should be mailed to the unsuccessful candidates, also, advising
them of the outcome. They may not welcome the news, but they will appre-
ciate the action, and the station’s image may be enhanced as a result.

The station should keep records of all recruitment, interviewing, and hir-
ing activities to satisfy FCC requirements, discussed later. The documentation
may be useful in identifying effective procedures, and it may be necessary to
satisfy inquires about, or challenges to, the station’s employment practices.

Dismissals Staff turnover is a normal experience for all broadcast stations.
It is a continuing problem for stations in small markets, where many employ-
ees believe that a move to a larger market is the only measure of career progress.

Stations in markets of all sizes are familiar with the situation in which a
staff member moves on for personal advancement. In such circumstances,
the parting usually takes place without hard feelings on the part of either man-
agement or employee.

Another kind of staff turnover is more difficult to handle. It results from a
station’s decision to dismiss an employee, an action that may send panic waves
through the station. If it involves a member of the sales staff, it may also bring
reactions from clients. If an on-air personality is involved, the station may
hear from the audience.

Of course, some dismissals do not reflect ill on affected employees.
Changes in station ownership, the format of a radio station, or locally pro-
duced programming at a television station may result in the termination of
some employees. Economic considerations, such as those occasioned by in-
market radio station consolidation, often lead to reductions in staff.

The majority of dismissals, however, stem from an employee’s work or
behavior. No station can tolerate very long a staff member who fails to carry
out assigned responsibilities satisfactorily. Nor can a station continue to
employ someone who is lazy, unreliable, uncooperative, unwilling to accept
or follow instructions, or whose work is adversely affected by reliance on
abuse of alcohol or drugs.

This is not to suggest that management should stand by idly while an
employee moves inevitably toward dismissal. Several steps may be taken to
avoid such an outcome. For example, a department head should point out
unsatisfactory work immediately and suggest ways to improve. The employee
should be warned in writing that failure to improve could lead to dismissal. A
copy of the warning should be placed in the employee’s file.

Similarly, the supervisor’s awareness of the employee’s inability or unwill-
ingness to act in accordance with station policies should be brought to the
attention of the noncomplying staff member. Action should be taken when
the behavior is observed or reported, since tolerating it may suggest that it is
acceptable. If the station has a written policy against the behavior, it should
be sufficient to draw the employee’s attention to it. Again, it would be wise to
write an appropriate memorandum to the employee and to place a copy in
the employee’s file. The memorandum should indicate clearly that continua-
tion of the behavior may result in dismissal.

Management actions of this kind may not lead to improvement or correc-
tion, but they will eliminate the element of surprise from a dismissal decision,
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and they will show that the station has taken reasonable steps to deal fairly
with the employee.

If an employee is to be dismissed, the way in which the decision is reached
is important. So, too, is the way in which it is carried out, since it is certain to
produce a reaction from other employees. The most important reason for cau-
tion, however, is federal and state legislation.

Attorney John B. Phillips, Jr., has prepared a set of guidelines for manage-
ment to follow before discharging an employee.3 First, he recommends a
review of the employee handbook to make sure that the station management
has complied with all procedures identified therein. That review should be
followed by a review of the employee’s personnel file to determine if the doc-
umentation contained in it is sufficient to warrant the termination. It should
show, for example, that the employee has been advised of the possibility of dis-
missal and has had ample opportunity to correct any problems or failures to
perform as required.

Next, managers should evaluate the possibility of a discrimination or
wrongful discharge claim. (Major federal laws on discrimination are
described later in the chapter.) The following are among the questions that
should be considered:

• How old is the employee?

• Is the employee pregnant?

• How many minority employees remain with the station?

• Does the employee have a disability?

• Who will replace the employee?

• How long has the employee been with the station?

• Does the documentation in the file support termination?

• Was the employee hired away from a long-time employer?

• Has the employee recently filed a workers’ compensation claim or any
other type of claim with a federal or state agency?

• Has the reason for termination been used to terminate employees in the
past?

Phillips lists other questions that may have legal implications but that are pri-
marily practical in nature:

• If the termination is challenged, can the station afford adverse publicity?

• To what extent has the station failed the employee?

• Assuming that the employee is not terminated and the problem is not
removed, can the station tolerate its continuation?

• Is the employee the kind of person who is likely to “fight back” or file
suit?

• What impact would termination have on employee morale and employer
credibility? What about failure to terminate?
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• Has the immediate supervisor had problems with other employees in
the department?

• Does the employee have potential for success in a different department?

• Are there nonwork-related problems that have created or added to the
employee’s problems at work?

• Has the employee tried to improve?

• Even if the termination is legally defensible, is it a wise decision?

Having reached a tentative decision to terminate, a manager may wish to
let a noninterested party evaluate the decision before acting. However, this
should not be viewed as a substitute for seeking legal advice if problems are
anticipated.

If it is determined that dismissal is appropriate, Phillips suggests a termina-
tion conference with the employee. He offers the following guidelines:

1. Two station representatives should be present in most cases.

2. Within the first few minutes, tell the employee that he or she is being
terminated.

3. Explain the decision briefly and clearly. Do not engage in argument
or counseling, and do not fail to explain the termination.

4. Explain fully any benefits that the employee is entitled to receive and
when they will be received. If the employee is not going to receive cer-
tain benefits, explain why.

5. Let the employee have an opportunity to speak, and pay close atten-
tion to what is said.

6. Be careful about what you say, since anything said during the termi-
nation conference can become part of the basis of a subsequent
employee claim or lawsuit. In other words, do not make reference to
the employee’s sex, age, race, religion, or disability or to anything else
that could be considered discriminatory.

7. Review the employment history briefly, commenting on specific prob-
lems that have occurred and the station’s attempts to correct them.

8. Try to obtain the employee’s agreement that he or she has had prob-
lems on the job or that job performance has not been satisfactory.

9. Take notes.

10. Be as courteous to the employee as possible.

11. Remember that you are not trying to win a lawsuit; you are trying to
prevent one.4

What the employee was told and what the employee said should be includ-
ed in the documentation of the conference, and it should be signed by all
employer representatives in attendance.
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ORIENTATION, TRAINING, AND DEVELOPMENT

All newly employed staff are new even if they have already worked in a radio
or television station. They are with new people in a new operation.
Accordingly, they should be introduced to other employees and to the station,
a process known as orientation.

The introduction to other staff members may be accomplished through
visits to the various departments, accompanied by a superior or department
head. Such visits permit the new employee to meet and speak with colleagues
and to develop an understanding of who does what. Some stations go further
and require newcomers to spend several hours or days observing the work of
personnel in each department.

An employee handbook designed for all staff often is used to introduce the
new employee to the station. Typically, it includes information on the sta-
tion’s organization; its policies, procedures, and rules; and details of employ-
ee benefit programs and opportunities for advancement. Among the items
usually covered in the section on policies, procedures, and rules are the fol-
lowing: working hours, absenteeism, personal appearance and conduct, salary
increases, overtime, pay schedule, leaves of absence, outside employment,
and discipline and grievance procedures. Information on employee benefits
might include details of insurance and pension programs, holidays and vaca-
tions, profit-sharing plans, stock purchase options, and reimbursement for
educational expenses.

One of the major purposes of an employee handbook is to ensure that all
staff are familiar with the responsibilities and rewards of employment, there-
by reducing the risk of misunderstandings that could lead to discipline or dis-
missal. It is important, therefore, that the employee read it and have an oppor-
tunity to seek clarification or additional details.

Training is necessary for a new employee who has limited or no experi-
ence. Often, it is necessary for an existing employee who moves to a different
job in the station. Training is also required when new equipment or proce-
dures are introduced.

Closely allied to training is employee development. Many stations believe
that the existing staff is the best source of personnel to fill vacated positions.
However, it will be a good source only if employees are given an opportunity
to gain the knowledge and skills required to carry out the job.

A successful development program results in more proficient employees
and, in turn, a more competitive station. Workshops and seminars are fre-
quent vehicles for employee development. Many stations encourage atten-
dance at professional meetings and conventions, as well as enrollment in
college courses.

However, probably the most fundamental part of a development program
is a regular appraisal session during which the department head reviews the
employee’s performance. The following are among the functions that may be
evaluated:

• attendance and punctuality

• commitment to task
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• initiative

• knowledge of company policies and procedures

• professional appearance

• quality and quantity of work

• spoken and written communication

• teamwork and interaction with others

• versatility

Many stations use a performance review form with a grading scale. After
grading all factors, the department head invites the employee to sign the form
and indicate agreement or disagreement. In the event of disagreement, the
employee may appeal the evaluation to the general manager. One copy of the
form is retained by the employee and a second is placed in the employee’s
personnel file.

Performance reviews should enable employer and employee to exchange
job-related information candidly and regularly. In addition to providing an
opportunity to identify employee strengths, they also permit the department
head to discuss weaknesses and ways in which they may be corrected, and to
assess candidates for merit pay increases and promotion. At the same time,
they may result in a demotion or dismissal.

A more comprehensive approach to employee development is afforded by
the practice known as management by objectives (MBO), enunciated by Peter
Drucker in The Practice of Management. Designed as a means of translating
an organization’s goals into individual objectives, it involves departmental
managers and subordinates, jointly, in the establishment of specific objectives
for the subordinate and in periodic review of the degree of success attained.
At the end of each review session, objectives are set for the next period, which
may run for several months or an entire year.

The MBO approach offers many advantages. It can lead to improved plan-
ning and coordination through the clarification of each individual’s role and
responsibilities, and the integration of employees’ goals with those of the
department and the station. Communication can be enhanced as a result of
interaction between managers and subordinates. In addition, it can aid the
motivation and commitment of employees by involving them in the formula-
tion of their objectives.

However, if the practice is to be successful, objectives must be attainable,
quantifiable, placed in priority order, and address results rather than activities.
Furthermore, rewards must be tied to performance. If they are not, cynicism
probably will result and the worth of the endeavor will be diminished.

COMPENSATION

The word compensation suggests financial rewards for work accomplished, but
staff members seek other kinds of rewards, too. Approval, respect, and recog-
nition are expectations of most employees. So, too, are working conditions that
permit them to perform their job effectively and efficiently. The station that
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recognizes and rewards individual employee contributions and achievements
will make employees feel good about themselves and the station. Their posi-
tive feelings will be enhanced if the station provides a pleasant work environ-
ment that facilitates the fulfillment of assigned responsibilities.

Salary The Fair Labor Standards Act sets forth requirements for mini-
mum wage and overtime compensation. It stipulates that employees must be
paid at least the federal minimum wage. Stations in states with a rate higher
than the federal minimum must pay at least the state minimum.

The act exempts from minimum wage and overtime regulations executive,
administrative, and professional employees and outside salespeople, or those
who sell away from the station. Small market stations also may exempt from
overtime regulations announcers, news editors, and chief engineers.

As the major part of employees’ compensation package, salaries must be
fair and competitive. They must recognize each employee’s worth and must
not fall behind those paid by other employers for similar work in the same
community. A perception of unfairness or lack of competitiveness may lead to
staff morale problems and turnover.

Many stations pay bonuses to all employees. A Christmas bonus is com-
mon. Some stations provide employees with a cash incentive bonus, based on
the station’s financial results. Both kinds of bonus can generate goodwill and
contribute to the employee’s feelings of being rewarded.

Financial compensation for sales personnel differs from that of other staff
and will be discussed in Chapter 5, “Broadcast Sales.”

Benefits Fringe benefits provide an additional form of financial compen-
sation. Benefit programs vary from station to station and market to market.
Some benefits cover employees only, while others include dependents. The
cost of benefits may be borne totally by the station or by both the station and
the employee.

The National Association of Broadcasters (NAB) conducts an annual sur-
vey of television employee compensation and fringe benefits. It lists the fol-
lowing benefit programs:

Health benefits: Hospitalization, surgical, and major medical insurance
coverage for both employees and their dependents. Most stations share the
cost with the employee.

HMO: Employee and dependent participation in a health maintenance
organization. Again, the cost typically is shared.

Dental: Available to employees and dependents on a cost-sharing basis.

Vision: Offered to employees and their dependents, with a sharing of cost.

Accidental death: A majority of stations provide it only for employees and
meet the cost in full.

Group life insurance: Mostly provided for employees only and fully paid
for by the employer.

Disability: Restricted to employees and covers both short- and long-term
disability. Generally paid in full by the employer.
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Pension plan: Provided by fewer than one-half of stations, most of which
pay the full cost.

401-K plan: An employee may defer taxation on income by diverting a
portion of income into a retirement plan. In most stations offering the
plan, contributions are made by both the employer and the employee.

Education/career development: Some stations encourage employees to
develop their knowledge and skills through courses of study, workshops,
seminars, and so on. They offer tuition reimbursements for courses complet-
ed, and many cover the cost of participation in workshops and seminars.5

This list is not exhaustive. Among other benefit programs offered by stations
are:

Paid vacation and sick leave: The amounts usually are determined by
length of service.

Paid holidays: These include federal, state and, occasionally, local holi-
days.

Profit sharing: Part of the station’s profit is paid out to employees through
a profit-sharing plan. The amount of the payment usually is determined by
the employee’s length of service and current salary.

Employee stock option plan: This benefit offers an opportunity for an
employee to purchase an ownership interest in the station through payroll
deductions or payroll deductions matched by the employer. Some employ-
ers give stock as a bonus.

Thrift plan: The station pays into an employee’s thrift plan (savings)
account in some proportion to payments made by the employee.

Legal services: The employer usually pays the full cost for services result-
ing from job-related legal actions.

Jury duty: To ensure that employees on jury duty do not suffer financially,
stations make up the difference between the amount paid for jury service
and regular salary.

Paid leave: Some stations grant paid leave to employees attending funerals
of close family members or performing short-term military service commit-
ments, for example.

Good working conditions and a fair, competitive salary and fringe benefits
program contribute much to an employee’s attitude toward work and the
employer. However, a pleasant working environment will not substitute for a
salary below the market rate. Likewise, a good salary may be perceived as a poor
reward for having to tolerate unreliable or antiquated equipment or a superior
who is quick to criticize and slow to praise. In addition, fringe benefits will not
be enough to make up for a station’s failure to provide satisfactory working con-
ditions or salaries.
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SAFETY AND HEALTH

The workplace should be pleasant, but it must be safe and healthy. If it is not,
the result may be employee accidents and illnesses, both of which deprive the
station of the services of personnel and cause inconvenience and possibly
added costs for the employer.

There is another important reason for protecting the safety and health of
staff. Under the terms of the Occupational Safety and Health Act of 1970, an
employer is responsible for ensuring that the workplace is free from recog-
nized hazards that are causing, or are likely to cause, death or serious physi-
cal harm to employees. Many states have similar requirements. The act estab-
lished the Occupational Safety and Health Administration (OSHA), which
has produced a large body of guidelines and regulations. Many deal with spe-
cific professions, but a significant number apply to business and industry in
general, including broadcasting.

Among general OSHA requirements imposed on all employers are the
following:

• to provide potable water and adequate toilet facilities

• to maintain in a dry condition, so far as practicable, every workroom

• to keep every floor, working place, and passageway free from protruding
nails, splinters, loose boards, and unnecessary holes and openings 

• to remove garbage in such a manner as to avoid creating a menace to
health, and as often as necessary or appropriate to maintain the place of
employment in a sanitary condition

• to provide sufficient exits to permit the prompt escape of occupants in
case of fire or other emergency

Some requirements are designed to protect employees who work closely with
electrical power, heavy equipment, and tall structures, such as transmitter
towers.

Even conscientious adherence to OSHA regulations does not guarantee an
accident-free workplace. If an employee dies as a result of a work-related inci-
dent, or if three or more employees have to be hospitalized, OSHA requires
that the employer report the fatality or hospitalization within eight hours to
its nearest area office.

Obviously, the station cannot accept total responsibility for the safety and
health of staff. Employees have an obligation to take care of themselves, and
the 1970 act requires them to comply with safety and health standards and
regulations. However, the station should take the lead in satisfying appropri-
ate guidelines and regulations, requiring staff to do likewise, and in setting an
example of prudent safety and health practices for employees to follow.

EMPLOYEE RELATIONS

Employees differ in their aspirations. Some may be content in their current
job, while others may be striving for new responsibilities through promotion in
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their departments or transfer to another area of station activity. Still others may
be using their present position as a stepping-stone to a job with another station.

But most employees share the need to feel that they are important, that
they are making a valuable contribution to the station, and that their efforts
are appreciated. Accordingly, the relationship between management and staff
is important.

Good employee relations are characterized by mutual understanding and
respect between employer and employee. They grow out of management’s
manifest concern for the needs of individual staff members and the existence
of channels through which that concern may be communicated.

Much of the daily communication among staff is carried out informally in
casual conversations in hallways, the lounge, or the lunchroom. Its informal-
ity should not belie its potential, for either good or ill. More rumors probably
have started over a cup of coffee than anywhere else.

Managers should use the informality offered by a chance encounter with
an employee to display those human traits of interest and caring that help set
the tone for employer–employee relations. A smile, a friendly greeting, and an
inquiry about a matter unrelated to work can do much to convince staff of
management’s concern. In addition, they can help establish an atmosphere of
cooperation and build the kind of morale necessary if the station is to obtain
from all employees their best efforts.

Informal communication is important, but limited. To guarantee continu-
ing communication with staff, managers rely heavily on the printed word. A
letter or E-mail to an employee offering congratulations on an accomplish-
ment, or a memorandum posted on the bulletin board thanking the entire
staff for a successful ratings book, are examples.

Many stations communicate on a regular basis through a newsletter or
magazine. Such publications often are a combination of what employees
want to know and what management believes they need to know. They want
to know about their colleagues. Anniversaries, marriages, births, hobbies, trav-
els, and achievements find their way into most newsletters. Employees also
are interested in station plans that may affect them.

Often, employee information needs are not recognized by management
until they have become wants. Managers who are in close communication
with employees recognize the desirability of keeping them advised on a wide
range of station activities. The newsletter is a useful mechanism for telling staff
members what they need to know by not only announcing but explaining poli-
cies and procedures, reporting on progress toward station objectives, and clar-
ifying any changes in plans to meet them. Rumor and speculation may not be
eliminated, but this kind of open communication should reduce both.

Bulletin boards are used in many stations to provide information on a vari-
ety of topics, from job openings to awards won by individuals and the station.
Some stations permit staff to use the boards for personal reasons, to advertise
a car for sale or to seek a babysitter, for example.

To a large extent, memoranda, newsletters, and bulletin boards reflect
management’s perceptions of employee information wants and needs. The
ideas and concerns of nonmanagement staff are more likely to be expressed
orally, to colleagues and superiors. Regular departmental meetings provide a
means of airing employee attitudes.
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When concerns are of a private nature, most employees are reluctant to
raise them in front of their colleagues. Recognizing this, many department
heads and general managers have an open-door policy so that staff may have
immediate access to a sensitive and confidential ear.

The perceptions of employees often are valuable, not only in enabling
management to be apprised of their feelings, but in bringing about desirable
changes. Suggestions should be solicited from staff. Some stations go fur-
ther and install suggestion boxes, awarding prizes for ideas that the station
implements.

Because of the interdependence of employees and the need for teamwork,
many stations encourage a cooperative atmosphere through recreational and
social programs. Station sports teams, staff, and family outings to concerts, plays,
and sports events, and picnics and parties are examples of activities that can help
develop and maintain a united commitment to the station and its objectives.

HUMAN RESOURCE MANAGEMENT AND
TRADE UNIONS

Relations between management and employees in many stations, particular-
ly in large markets, are influenced by employee membership in a trade
union. Among the major unions that represent broadcast personnel are the
following:
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Union Examples of Employees
Represented

American Federation of Musicians of
the United States and Canada (AFM)

Musicians in live or recorded perform-
ance in radio and television

American Federation of Television
and Radio Artists (AFTRA)

Performers in radio and television pro-
grams and in taped radio and television
commercials

Directors Guild of America (DGA) Associate directors in radio; television
directors, associate directors, stage man-
agers, and program assistants

International Alliance of Theatrical
Stage Employees, Moving Picture
Technicians, Artists and Allied Crafts
of the United States, Its Territories and
Canada (IATSE)

Radio engineers and audio operators;
television technicians, stage hands,
camera operators, grips, and electricians 

International Brotherhood of Electrical
Workers (IBEW)

Radio and television technicians; television
floor directors, film editors, announcers,
camera operators, news writers, clerical
and maintenance personnel

(continues)
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The basic unit of a national or international union is the “local” union,
which represents employees in a common job in a station or limited geo-
graphic area.

Like all employees, union members seek approval, respect, and recogni-
tion, and expect a safe and healthy workplace. They have similar concerns
about salaries, fringe benefits, and job security.

However, management’s treatment of unionized employees differs from
that in nonunion stations. Take, for example, the matter of complaints. A
nonunion employee generally presents the complaint directly to the supervi-
sor or department head and, if necessary, to the general manager. If the
employee is a member of a union, the complaint usually will be presented to
management by a job steward. This procedure is one of many detailed in the
document that governs management–union employee relations: the union
agreement or contract.

THE UNION CONTRACT

The union contract covers a wide range of content and reflects the interests
and needs of the employees covered by it. Creative personnel may be con-
cerned about their creative control and the way in which they are recognized
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National Association of Broadcast
Employees and Technicians (NABET)

Radio: continuity writers; traffic person-
nel; secretaries; board operators; disc
jockeys; announcers and news anchors;
producers; news and sports writers; and
reporters

Television: continuity writers; traffic per-
sonnel; secretaries; videotape and audio
operators; projectionists; switchers;
transmitter, camera, and character gen-
erator operators; floor directors; direc-
tors and lighting directors; news and
sports anchors; writers and reporters;
news photographers; assignment editors
and producers; and weather anchors

Screen Actors Guild (SAG) Actors in television series,  filmed televi-
sion commercials, and music videos

Writers Guild of America, East
(WGAE)

Radio and television news writers, edi-
tors, researchers, and desk assistants; tel-
evision promotion and continuity writ-
ers and graphic artists

Writers Guild of America, West
(WGAW)

Writers of radio and television programs
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in program credits. Technical staff, on the other hand, may be much more
interested in the possibility of layoffs resulting from new equipment or the use
of nontechnical personnel in traditionally technical tasks.

Most contracts contain two major categories of clauses: economic and work
and relationship.

In the economic category, provisions on wages and fringe benefits domi-
nate. The contract will set forth hourly rates of pay, premium rates for over-
time and holiday work and, in some cases, cost-of-living adjustments. Among
the fringe benefits generally covered are paid vacations and sick leave, insur-
ance, pension, severance pay, and paid leave for activities such as jury duty.

The work and relationship section usually contains some or all of the fol-
lowing provisions:

Union recognition: The station recognizes the union as the bargaining
unit for employees who are members of the union and agrees to deal exclu-
sively with it on matters affecting employees in the unit.

Union security: The union may require, and the station may agree, that all
existing employees in the bargaining unit become and remain members of
the union and that new employees join the union within a specified period.
Such a requirement is not permitted in so-called “right-to-work” states.

Union checkoff: The station agrees to deduct from the wages of union
members all union dues, initiation fees, or other assessments, and to remit
them promptly to the local union.

Grievance procedure and arbitration: This is a description of the procedure
whereby employees may present or have grievances presented to their
supervisors and, if necessary, the general manager. If the grievance is not
withdrawn or settled, the contract may provide for its presentation to an
arbitrator, whose decision will be final and binding on the station, union,
and employee during the term of the contract.

No strike, no lockout: Contracts in which the grievance procedure requires
the use of an arbitrator to settle grievances usually contain a clause forbid-
ding strikes, work stoppages, or slowdowns by employees, and lockouts by
management.

Seniority: Most unions insist on the use of seniority in management deci-
sions on matters such as promotions, layoffs, and recalls. Preference in pro-
motion is given to employees with the longest service to the station, pro-
vided that the employee has the qualifications or skills to perform the work.
In the same way, senior employees will be the last to be affected by layoffs
and the first to be recalled after a layoff.

Management rights: The contract recognizes the responsibility of station
management to operate the station in an orderly, efficient, and economic
way. Accordingly, the station retains the right to make and carry out deci-
sions on personnel, equipment, and other matters consistent with its
responsibility.

Many other provisions may be contained in the contract, including clauses on
procedures for suspension or discharge of employees, the length and frequency
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of meal breaks, reimbursement to employees for expenses incurred in carry-
ing out their work, and safety conditions in the station and in company vehi-
cles. Many contracts also contain clauses permitting the station to engage
nonstation employees to carry out work for which employees do not have the
skill, and jurisdictional provisions stating which employees are permitted to
carry out specific tasks.

UNION NEGOTIATIONS

The contract between a broadcast station and a labor union represents a
mutually acceptable agreement and is the result of bargaining or negotiations
between the two parties. To ensure that it serves the best interests of the sta-
tion and its employees, management should take certain actions before and
during the negotiations, and after the contract is signed.

Before the Negotiations

1. Assemble the negotiating team. The team should include someone
familiar with the station’s operation, usually the general manager.
Familiarity with labor law or labor relations is desirable and, for that
reason, an attorney often is part of the team. If an attorney is not
included, the station should obtain legal advice on applicable feder-
al, state, and local requirements pertaining to bargaining methods and
content.

2. Designate a chief negotiator to speak for the station. The person
selected should have good communication skills, tact, and patience.

3. Ensure that members of the negotiating team are familiar with the
existing contract and with clauses that the station wishes to modify or
delete, and the reasons. They should also be aware of the union’s feel-
ings about the current contract and any changes it is likely to seek.

4. Determine the issues to be raised by the station and those likely to be
raised by the union.

5. Establish the station’s objectives on economic as well as work and
relationship matters.

6. Anticipate the union’s objectives.

7. Determine the station’s positions and prepare detailed documentation
to support them. In most cases, the station will identify provisions it
must have and others on which it is willing to compromise.

During the Negotiations

1. Take the initiative. One method is to put the union in the position of
bargaining up from the station’s proposals. For example, the station
may prepare a draft of a written contract for the negotiations, thereby
placing on the union the burden of showing the reasons to change it.

2. Listen carefully to union requests and ask for clarification or explana-
tion so that they may be understood fully. This will permit the station’s
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team to prepare counterproposals or indicate parts of the proposed
contract that meet the union’s concerns or needs.

3. Keep an open mind. Refrain from rejecting union requests out of
hand. Remember that, like the station, the union starts by asking for
more than it expects to obtain and that the final contract will reflect
compromises by both parties.

4. Be firm. An open mind and flexibility should not lead the union to
believe that the station team is weak and can be pushed around. The
station’s chief negotiator should exhibit firmness when necessary, and
support the station’s arguments with a rationale and documentation.

5. Avoid lengthy bargaining sessions, since a tired and weary negotiating
team may agree to provisions that prove to be unwise later.

6. Ensure that the language of the contract is clear and unambiguous. A
document that is open to misunderstanding or misinterpretation will
be troublesome to station management.

After the Contract Is Signed

1. Follow the contract diligently and expect the union to do the same.

2. Ensure that all department heads and other supervisory personnel are
familiar with the contract. If they are not, and they fail to adhere to it,
trouble could result.

REASONS FOR JOINING A UNION

Broadcast union members are found most often in large-market radio and tel-
evision stations. However, that does not mean that stations in smaller markets
are immune to attempts to organize employees. In addition, such organizing
often results not from the strength of a union but from management’s insen-
sitivity to employee interests and needs.

Management that values its staff and treats them fairly may never experi-
ence a threat of unionization. Management that fails to do so may confront
an attempt due to one or more of the following factors:

1. Economic

A. Salaries that fall behind those of the competition in the market.
B. Pay rates that are not based on differences in skills or the work

required.
C. Fringe benefits that do not match those of competing stations in

the market.
2. Working Conditions

A. Absence of guidelines or policies on matters such as promotions,
merit pay increases, and job responsibilities.

B. A workplace characterized by dirty offices; poor lighting, heating,
and ventilation; unreliable equipment; and safety or health hazards.
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3. Management Attitudes and Behavior

A. Noncommunicative management, which leads, inevitably, to
speculation, gossip, and rumor. This is particularly dangerous
when changes are made without explanation in personnel, equip-
ment, or operating practices.

B. Unresponsiveness to employee concerns. Employee questions that
go unanswered often become major problems, especially if
employees believe that management is trying to conceal informa-
tion on actions that may affect their status or job security.

C. Favoritism. If management treats, or is perceived as treating, some
employees differently from others, resentment may occur.

D. Discrimination. Even though discrimination is illegal, manage-
ment actions may be interpreted by some employees as being dis-
criminatory and based on considerations of race, color, religion,
national origin, sex, age, or disability.

E. Ignoring seniority. Many employees believe that seniority and
dedication to a station over a long period should be recognized
by management in decisions on matters such as promotions.
Union organizers will promise to obtain management recogni-
tion of seniority.

F. Us versus them. Management that encourages its department
heads and other supervisors to put a distance between themselves
and their staff and to establish a combative rather than a coopera-
tive environment will meet with resentment and distrust from
most employees.

4. The Troublemaker

Most stations are familiar with the complainer, the person who finds
fault with most things or, failing to find a problem, invents one. In
some cases, the complainer goes further and becomes an agitator,
claiming that a union would meet every employee concern and
solve every problem. Often, the arguments sound so persuasive that
other employees go along and the likelihood of unionization
becomes real.

5. Competing Station

Union organization of staff at a competing station may result in an
attempt at unionization, particularly if it succeeds in obtaining better
salaries, fringe benefits, and terms and conditions of employment at
that station.

WORKING WITH UNIONS

If, despite efforts to prevent it, a union is organized, management should view
it not as a threat but as an opportunity to work cooperatively toward identified
goals. That may be easier in theory than practice, but most union members
recognize that their job satisfaction depends largely on the degree of success
the station attains.
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To help in any adjustment to the presence of a union, the following point-
ers are suggested:

1. Unionism is an accepted fact. Management must recognize that unions
generally have reached a point of very high efficiency in bargaining and
maintaining strength. Learn to live and work with them when necessary.

2. Management should take a realistic view of all mutual agreements
and be very careful about altering, modifying, or making concessions
in the established contractual arrangement.

3. Remember that rights or responsibilities that have been relinquished are
hard to regain at the bargaining table. Similarly, granting concessions on
grievances that have not been properly ironed out can cause future trou-
ble, and rarely brings goodwill or satisfaction to the parties concerned.

4. Supervisors should be vigorously backed up. This does not imply that
errors should be defended, but supervisors need support to maintain
morale and company strength.

5. Dual loyalty is possible. In pursuing a positive approach, management
must realize that in a well-run company the majority of clear-thinking
union members know that a strong and progressive management is
their best guarantee of security.

6. In employee communications, honesty is the best policy, even in the
face of mistrust and disinterest. Candid communication of informa-
tion about the company, its business outlook, and projected changes
can help ensure the acceptance of its policies and principles.

7. Management should establish a working rapport with union officers
and recognize the natural leadership they frequently display. Mutual
respect should be reflected in efficient administration of all matters
concerning management and the union.

8. A realistic effort should always be made to avoid either overantago-
nism or overcooperation. Either can be self-defeating and lead to an
erosion of rights. Mature judgment is a must in preventing hasty or ill-
considered decisions by union or management

9. Management must manage. It can and should be fair and just in all
its labor relations, but it should live up to all obligations and expect
the union to do the same. A contract should never be a club for either
to wield, but rather an agreement to be respected and obeyed.6

HUMAN RESOURCE MANAGEMENT
AND THE LAW

Like other employers, broadcasters are required to comply with a large num-
ber of laws dealing with the hiring and treatment of employees. Among the
most important federal laws are the following:
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Civil Rights Act of 1964, as amended, makes it unlawful for an employer to
discriminate in hiring, firing, compensation, terms, conditions, or privileges
of employment on the basis of race, color, religion, sex, or national origin.

Age Discrimination in Employment Act of 1967, as amended, forbids
employers with 20 or more employees from discriminating against persons
40 years of age or older with respect to any term, condition, or privilege of
employment, including, but not limited to, hiring, firing, promotion, lay-
off, compensation, benefits, job assignments, and training.

Equal Pay Act of 1963, as amended, prohibits wage discrimination
between male and female employees when the work requires substantial-
ly equal skill, effort, and responsibility, and is performed under similar
working conditions.

Pregnancy Discrimination Act of 1978, an amendment to the 1964 Civil
Rights Act, forbids discrimination based on pregnancy, childbirth, or relat-
ed medical conditions. The act seeks to guarantee that women affected by
pregnancy or related conditions are treated in the same manner as other
job applicants or employees with similar abilities or limitations.

Americans with Disabilities Act of 1990 prohibits employers with 15 or
more employees from discriminating against qualified individuals with dis-
abilities in job application procedures, hiring, firing, advancement, com-
pensation, job training, and other terms, conditions, and privileges of
employment. Individuals are considered to have a “disability” if they have
a physical or mental impairment that substantially limits one or more
major life activities, have a record of such an impairment, or are regarded
as having such an impairment.7

Family and Medical Leave Act of 1993 requires employers with 50 or more
employees to make available to qualified employees (i.e., those who have
been employed for at least 12 months) up to 12 weeks of unpaid leave dur-
ing any 12-month period for one or more of the following reasons: for the
birth and care of the newborn child of the employee; for placement with the
employee of a son or daughter for adoption or foster care; to care for an
immediate family member (spouse, child, or parent) with a serious health
condition; or to take medical leave when the employee is unable to work
because of a serious health condition. Upon return from leave, employees
must be restored to their original job, or to an equivalent job with equivalent
pay, benefits, and other employment terms and conditions.

EQUAL EMPLOYMENT OPPORTUNITY

The Equal Employment Opportunity Commission (EEOC) is primarily
responsible for ensuring compliance with federal laws prohibiting discrimina-
tion in employment practices. However, the FCC has enacted equal employ-
ment opportunity rules (EEO) to which broadcasters must also adhere.8

The rules require that broadcast stations afford equal opportunity in
employment to all qualified persons and refrain from discriminating on the
basis of race, color, religion, national origin, and sex. Religious broadcasters
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may establish religious beliefs or affiliations as a job qualification for all sta-
tion employees. However, they may not discriminate in any of the above areas
among those who share their beliefs. Stations also must establish, maintain,
and carry out a positive continuing program of specific practices designed to
ensure equal opportunity and nondiscrimination in every aspect of station
employment policy and practice. Under the terms of its program, a station
must

• define the responsibility of each level of management to ensure vigorous
enforcement of its policy of equal opportunity, and establish a procedure
to review and control managerial and supervisory performance

• inform its employees and recognized employee organizations of the
equal employment opportunity policy and program and enlist their
cooperation

• communicate its equal employment opportunity policy and program
and its employment needs to sources of qualified applicants without
regard to race, color, religion, national origin, or sex, and solicit their
recruitment assistance on a continuing basis

• conduct a continuing program to exclude all unlawful forms of preju-
dice or discrimination based upon race, color, religion, national origin,
or sex from its personnel policies and practices and working conditions

• conduct a continuing review of job structure and employment practices
and adopt positive recruitment, job design, and other measures needed
to ensure genuine equality of opportunity to participate fully in all orga-
nizational units, occupations, and levels of responsibility9

In carrying out their equal employment opportunity program, licensees
with five or more full-time employees (those who work at least 30 hours per
week), must 

• recruit for every full-time vacancy

• use recruitment sources to ensure wide dissemination of the vacancy 

• notify organizations involved in assisting job seekers, if those organiza-
tions request notification

• engage in recruitment initiatives that go beyond efforts to fill specific
vacancies. The goal is to reach persons who may not be aware of oppor-
tunities in the broadcasting industry or who may not yet have the expe-
rience to compete for current vacancies. Station employment units (i.e.,
a single station or multiple station cluster in a local market) with five to
ten full-time employees and small market licensees must complete at
least two such initiatives in each two-year period. Units with more than
ten full-time employees should complete at least four initiatives in the
period. Among the sixteen initiatives are hosting, co-sponsoring, or par-
ticipating in job fairs, establishing an internship program, and participat-
ing in job banks and scholarship programs. 

• analyze the recruitment program on an ongoing basis to ensure its effec-
tiveness and address any problems identified as a result of the analysis 
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• analyze periodically measures taken to implement the equal employ-
ment opportunity program

• retain records to document satisfaction of the recruitment and initiative
requirements10

Licensees with fewer than five full-time employees must comply only with the
nondiscrimination requirements.

The FCC uses three documents to monitor compliance with its EEO rules: 

1. An annual EEO public inspection file report, which describes the
licensee’s EEO efforts during the preceding year. The file report must
include the following information:

• a list of all full-time vacancies filled by the station’s employment
unit during the preceding year, identified by job title

• for each such vacancy, the recruitment sources used to fill the
vacancy identified by name, address, contact person, and tele-
phone number. Organizations that have asked to be notified of job
vacancies must be identified separately.

• the recruitment source that referred the hiree for each full-time
vacancy during the preceding year 

• data reflecting the total number of persons interviewed for full-
time vacancies during the preceding year and the total number of
interviewees referred by each recruitment source used in connec-
tion with such vacancies

• a list and brief description of initiatives undertaken in the preced-
ing year11

2. An EEO Program Report, FCC Form 396 (Figure 3.2), which is filed
with the station’s application for license renewal. The report asks
for information on the licensee, contact person (if other than the
licensee), and any pending or resolved discrimination complaints.

Stations with fewer than five full-time employees complete only
the first two pages of the form. Those with five or more also must com-
plete page three, which requests

• the name and title of the station official responsible for the EEO
program

• the submission of two attachments. One is a copy of the EEO pub-
lic file reports from the previous two years. The second is a narra-
tive statement demonstrating how the station achieved “broad and
inclusive outreach” in the two-year period prior to the filing of the
renewal application. 

3. A Broadcast Mid-Term Report, FCC Form 397. The report is filed
four years after a station’s application for license renewal. The public
inspection file reports for the preceding two years are submitted as
attachments. 

The FCC may conduct inquiries of licensees at random or if it has
evidence of a possible violation of its EEO rules. In addition, it com-
pletes random audits of about 5 percent of radio and television
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FIGURE 3.2 Broadcast Equal Employment Opportunity Program Report (FCC 396).
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licensees each year.
Managers can take steps to avoid problems that might result from

an inquiry or audit. At the least, they should

• demonstrate serious attempts to comply with the rules
• ensure that all station employees involved in the recruitment and

hiring processes are familiar with the rules and adhere to them 
• keep current all information relating to the recruitment and initia-

tive requirements 
• maintain records sufficient to verify the accuracy of information

provided in the EEO public file reports, Form 396, and Form 397 

SEXUAL HARASSMENT

One form of discrimination to which managers are paying more attention
today is sex discrimination resulting from sexual harassment in the workplace. 

Pressure to treat the issue seriously was reinforced by four Supreme Court
decisions during the 1990s. In 1993, the court agreed unanimously that
employers can be forced to pay monetary damages even when employees suf-
fer no psychological harm. In 1998, in another unanimous ruling, it deter-
mined for the first time that unlawful sexual harassment in the workplace
extends to incidents involving employees of the same sex.

Later in the year, in two 7-2 decisions, justices held that an employee who
resists a superior’s advances need not have suffered a tangible job detriment
in order to pursue a lawsuit against an employer. But the court said such a
suit cannot succeed if the employer has an antiharassment policy with an
effective complaint procedure in place and the employee unreasonably fails
to use it.

In the two latter decisions, the court established that

• employers are responsible for harassment engaged in by their super-
visory employees

• when the harassment results in “a tangible employment action, such as
discharge, demotion, or undesirable reassignment,” the employer’s lia-
bility is absolute

• when there has been no tangible action, an employer can defend itself
if it can prove (1) that it has taken “reasonable care to prevent and cor-
rect promptly any sexually harassing behavior,” such as by adopting an
effective policy with a complaint procedure, (2) that the employee
“unreasonably failed to take advantage of any preventive or corrective
opportunities” provided

Harassment may take many forms. Under guidelines issued by the EEOC,
unwelcome sexual advances, requests for sexual favors, and other verbal or
physical conduct of a sexual nature constitute sexual harassment when (1)
submission to such conduct is made either explicitly or implicitly a term or
condition of an individual’s employment, (2) submission to or rejection of
such conduct by an individual is used as the basis for employment decisions

Human Resource Management

93

ch003_Pringle.qxd  2/17/06  8:46 PM  Page 93



affecting such individual, or (3) such conduct has the purpose or effect of
unreasonably interfering with an individual’s work performance or creating
an intimidating, hostile, or offensive working environment.12

The licensee is held responsible for acts of sexual harassment committed
by its “agents” and supervisory employees, even if it has forbidden them. If the
conduct takes place between fellow employees, again, the licensee is respon-
sible when it knew, or should have known, of the conduct, unless it can show
that it took immediate and appropriate corrective action.13

To guard against the employee absenteeism and turnover that often
accompany sexual harassment, the adverse impact on productivity and
morale, and the filing of charges and lawsuits, managers should take the fol-
lowing actions:

1. Develop a written policy that defines sexual harassment and states
explicitly that it is a violation of law.

2. Make sure that all employees are aware of the policy and understand it.

3. Train employees, especially supervisory personnel, to recognize
harassment so that they may take action if they suspect it and, thus,
prevent potentially more serious consequences if the behavior goes
unchecked.

4. Establish a procedure that encourages victims to come forward and
assures them that their complaints will be handled promptly and
professionally.

5. Investigate all complaints immediately and thoroughly and advise the
parties of the outcome, even if the allegations are not substantiated.

6. Document all complaints and their disposition. Complete records will
be useful if legal action is initiated.

COMPUTER USE

Productivity loss and the potential for sexual harassment and other lawsuits
also may result from unrestricted employee use of station computers. To
guard against such eventualities, some companies have installed software
tools to monitor individual computer activity. The expectation is that staff
members will be wary of spending large amounts of time on personal E-mail
or Web surfing if they know that checks may be made on how they spend their
“working” hours.

Of no less concern to managers is the fear that employee-originated E-mail
or online chat room messages or the downloading of some Internet content
may expose the station to an array of lawsuits. In addition to sexual harass-
ment, the risks include defamation, discrimination, the dissemination of trade
secrets, and copyright and trademark infringement.

Stations that reject monitoring because of its “big brother” aura may opt
for filtering software to limit access to the Internet. However, that will not nec-
essarily remove the possibility of inappropriate E-mail or chat room activity
and legal liability.
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Managers are advised to develop and enforce an “acceptable use policy”
(AUP) for computers. The following are among the provisions that should be
considered for inclusion:

• computers, software, and Internet and E-mail accounts are the proper-
ty of the company and should be used for business purposes only

• Internet and E-mail accounts cannot be used for an employee’s personal
interests

• downloading copyrighted software is prohibited

• accessing or sending sexually explicit material is forbidden

• participation in any online chat room or discussion group must be
approved in advance and must not include statements about the compa-
ny or its competitors

• email cannot be used to communicate trade secrets or other confiden-
tial information without prior written permission

• encryption is required for sensitive E-mail messages and accompanying
files

• sending offensive or improper messages, such as those involving racial
or sexual slurs or jokes, is prohibited

• employee access to a coworker’s E-mail files must be authorized in
advance

• email messages and Internet activity will be monitored from time to
time by the employer

• violation of the policy will result in disciplinary action, up to and includ-
ing dismissal

In time, other problems may arise and require modifications or additions to
the AUP.

To ensure that all staff members are familiar with the policy, a copy should
be placed in the employee handbook. However, given the potential gravity of
abuse of the company’s computers, it may be advisable to conduct a training
session on appropriate use and to require employees to sign an acknowledg-
ment that they have received and understand the policy.

WHAT’S AHEAD?

Many challenges confront staff members who are responsible for human
resource management. Among the most important are those posed by an
increasingly diverse workforce and changing employee values. 

Today’s workforce is the most diverse in American history. The first wave
of baby boomers, most of them white and male, is retiring but is not being
replaced by employees of like color and gender. In fact, white males comprise
a much smaller percentage of new hires than in earlier years.
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Women now constitute the majority of new job entrants. Some are recent
school or college graduates. Other are older and are re-entering the job mar-
ket after an absence of some years to raise children.

Many new employees are members of minority groups, chiefly African
American and Hispanic and, in some parts of the country, Asian. According
to some estimates, by 2010 almost half of the nation’s new workers will be
people traditionally classified as minorities. Many will be first-generation
immigrants, and almost two-thirds of them will be women.14

Managing diversity will not be easy for those who are unprepared for it.
Nonetheless, managers must recognize and respond to this new reality in
their recruiting, selection, orientation, and training activities. 

If they are to succeed, they must demonstrate an understanding of, and
sensitivity to, the varied backgrounds, experiences, and ambitions of new staff
and strive to ensure that other employees demonstrate similar traits.

Certainly, there is much work to be done. Even though the minority work-
force in television increased from 18.1 percent to 21.8 percent between 2003
and 2004, the latest figure is only 3.8 percent higher than it was ten years ear-
lier. And much of that growth results from employment in Hispanic stations.15

Minorities accounted for 11.8 percent of the radio workforce, a dramatic
increase over the 6.5 percent recorded in 2003. However, it is only one-half
percent higher than it was in 1994.16

Managers will have to realize, also, that women have special responsibili-
ties to family as well as job. That may require a greater degree of flexibility
than has been customary in areas such as working hours and job sharing. But
it will be necessary if employees are to find an acceptable balance between
the demands of work and home.

Accompanying the changes in the composition of the workforce are differences
between the values of many new employees and of those they are replacing.

Dedication to work, striving for career advancement and economic securi-
ty, and loyalty to employer are characteristics associated with retiring and
soon-to-retire baby boomers. They are being succeeded by members of
“Generation X,” who bring to their jobs a new set of perceptions about socie-
ty, life, and work, fashioned by their experiences as children of often-absent
working or divorced parents. Some saw their parents and relatives laid off dur-
ing the downsizing that characterized corporate America in the 1990s. All wit-
nessed the corporate scandals that were a product of the same era.

Perhaps it is not surprising that these “boomer babies” harbor economic
uncertainty and are much more likely than their predecessors to place their
own interests above those of their employer.

Motivating and encouraging them to view themselves as part of a team
striving for mutually beneficial goals will be difficult for managers. But an
effort must be made to reconcile the values of  these employees with the more
traditional values of employers if both are to find satisfaction and success in
their endeavors.

Of course, many members of Generation X already have moved into man-
agerial and supervisory positions and confront similar generational chal-
lenges. One is the loss of self-esteem and resentment often felt by older
employees who have been passed over for promotion in favor of someone
younger. They may conclude that their wisdom and loyalty have been
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ignored. They may feel uncomfortable having to answer to superiors who
remind them more of their children than of their bosses. Overcoming these
kinds of tensions will be a continuing challenge and will be accomplished
only if members of the different generations attempt to understand each
other’s values and recognize each other’s contributions. 

SUMMARY

No asset is more important to a broadcast station than its human resources.
In many large stations, human resource management is the responsibility of
a human resources department, whose head reports directly to the general
manager. However, in the majority of stations, personnel matters are the
responsibility of several people, including the general manager and the heads
of the various departments, including the business manager.

The basic functions of human resource management are staffing; orienta-
tion, training, and development; compensation; safety and health; and
employee relations.

Staffing involves staff planning and the recruitment, selection, and dis-
missal of employees. Orientation seeks to introduce employees to their col-
leagues and the station, while training and development are attempts to devel-
op employee talents and skills. Compensation includes financial rewards as
well as approval, respect, and recognition. Safety and health involve the pro-
vision of a safe and healthy workplace. Employee relations are characterized
by mutual understanding and respect between management and staff.

In many stations, the responsibilities and rewards of employment are
described in an employee handbook. A union contract sets forth the relation-
ship between management and trade union employees.

Broadcasters must adhere to laws dealing with the hiring and treatment of
personnel. Among the most important federal laws are the Civil Rights Act of
1964, the Age Discrimination in Employment Act of 1967, the Equal Pay Act
of 1963, the Pregnancy Discrimination Act of 1978, the Americans with
Disabilities Act of 1990, and the Family and Medical Leave Act of 1993. In
addition, they must comply with the FCC’s equal employment opportunity
rules and with rules governing sexual harassment in the workplace. Managers
must also be attentive to the possibility that a variety of laws could be broken
by unrestricted employee access to company computers.

Among the challenges confronting human resource managers are the
growing diversity of the workforce and the contrasting values of different gen-
erations of workers.

CASE STUDY: TELEVISION

A television station’s news crew is covering the anniversary of the September
11, 2001, tragedy in New York City. The crew consists of a reporter, a photog-
rapher, and a driver. The reporter is female, Caucasian, Christian, and under
40 years of age. The photographer is male, Pakistani, Muslim, and under 40
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years of age. The driver is male, African American, Christian, and over 40
years of age.

On the drive to New York City, the reporter tells the photographer and the
driver that she believes the United States should close all its borders and not
let anybody who is not American and not a Christian into the country ever
again. When the photographer tells her she needs to keep her opinions to her-
self, she replies: “What do you know, old man? You are older than dirt. You’re
lucky you have a job.”

When they next stop for gas, the photographer says he is quitting as a result
of the reporter’s comments. In the meantime, the driver calls the station man-
ager on the telephone and complains about her comments.

An investigation is later conducted by the station manager. It is decided
that the reporter was out of line with her comments, and she is given a writ-
ten warning. It is also decided that the driver’s work performance has been
below satisfactory for the last couple of months, and so he is terminated. 

EXERCISES

1. Can the station be held liable for the “constructive discharge” of the
photographer? Can the reporter be held personally liable?

2. What claims might the driver assert against the station? Assuming
that the driver did, in fact, exhibit poor performance over the last sev-
eral months, how could the station manager have better handled the
circumstances?

3. Assume that there was a fourth crew member on the trip and that the
station manager interviews her during the investigation. Does she have
any rights regarding the station’s conduct (or misconduct) toward her
following her participation as a witness in the investigation?17

CASE STUDY: TELEVISION

A television station’s control room supervisor checks into a clinic for rehabil-
itation. His treatment last six weeks, during which time he is unable to go to
work. In the first week of the treatment, the station manager demotes him to
a position on the third-shift sanitation crew.

Upon returning to work, the former supervisor explains to a couple of
employees who ask him that he was a cocaine addict. He adds that his treat-
ment was successful and that he is 100 percent drug- and cocaine-free. Over
the next several weeks, these employees stop calling him by his name and,
instead, call him “druggie.”

Several weeks later, the former supervisor destroys a $4,000 piece of equip-
ment when he’s trying to move it in order to clean under it. The station man-
ager sends him for a drug test, which he fails. As a result, he is terminated.
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EXERCISES

1. Was the station manager within his rights to demote the control room
supervisor while he was in the rehabilitation clinic?

2. Can the station be held liable for its employees calling him a “druggie”?
What if they never said it to his face, but said it to co-employees when
he was not present? Can the employees be held personally liable?

3. What if, after being terminated, the former supervisor applies for
another position at the station? Assuming he is the most qualified for
the position, does the station have to hire him? What if the station
does not have a no-rehire policy for employees that have previously
been terminated?
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4

This chapter treats the programming of radio and television
stations and examines the

• role of the program department and the responsibili-
ties of the program manager and other departmental
staff

• types and sources of broadcast programs, and the
strategies employed to air them with maximum
effect

• major differences between programming a television
station affiliated with one of the three original net-
works and programming an affiliate of another net-
work or an independent station
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Commercial radio and television stations air thousands of hours of programs
each year. Individual programs may be produced by the station itself or
obtained from another source. They may be designed chiefly to entertain,
inform, or educate. They may be sponsored or sustaining. They may attract
audiences numbering a few hundred or many thousands.

Despite the differences, the programming of all stations is determined by
four influences:

The audience, which seeks out a station for its programs. Listeners or view-
ers may be exposed to other content, such as commercials and public serv-
ice and promotional announcements, but their principal goal is to hear or
view program content that satisfies their need at a particular time.
Programs that fail to attract listeners or viewers, or fail to satisfy their needs,
are imperiled. So are the financial fortunes of the station.

The broadcaster, who is responsible for operating the station profitably for
its owners. The greater the audience, the greater the likelihood that a prof-
it can be realized. Accordingly, the broadcaster selects and schedules pro-
grams to attract as many people as possible among the targeted audience.

The advertiser, whose principal interest in using a radio or television station
is to bring a product or service to the attention of those most likely to use
it. Programs that attract potential customers stand the best chance of
attracting advertising dollars, especially if the number of people is large
and the cost of delivering the commercial to them is competitive.

The regulator, or government and several of its agencies, notably the
Federal Communications Commission (FCC). Its goal is to ensure that
the station is operated in a way that serves the public interest. Since pas-
sage of the Radio Act of 1927, the regulator has taken actions aimed at
compelling or encouraging broadcasters to engage in certain program-
ming practices to satisfy that goal.

Much is said and written about broadcast programming. However, it would
be unwise to identify any one influence for praise or condemnation. The pro-
gramming we hear and see results from the interaction of all four forces. In
this chapter, we shall consider the audience and the broadcaster. The adver-
tiser and the regulator will be treated later.

THE AUDIENCE

More than 98 percent of U.S. households have radio and television receivers.
The programs they carry attract males and females of all ages and from all
socioeconomic categories and ethnic groups.

The pervasiveness and appeal of radio are indicated by the following facts:

• radio reaches more than 94 percent of persons aged 12 and over each
week1

• four out of five adults are reached by car radio each week2

• the average listener spends almost 20 hours per week listening to radio3
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The reach of television and the extent of its use are no less significant:

• 79 percent of U.S. households own two or more receivers

• television is the main news source for more than 75 percent of the U.S.
public

• the average household views about eight hours daily4

The size and composition of the audience for the two media fluctuate. The
weekday radio listenership peaks at 7:00 A.M. It holds fairly steady from 9:00
A.M. to 4:00 P.M., then begins to drop. On weekends, listenership is at its
highest between 9:00 A.M. and 3:00 P.M.5 Men listen more than women, with
men aged 35 to 44 listening most. They are followed by men 45 to 49 and 50
to 54.6

The television audience grows throughout the day and reaches a peak
between 9:00 and 9:30 P.M. (ET). People spend more time viewing during the
winter than the summer. Sunday evening attracts the largest number of view-
ers, and Friday evening the smallest.7 Women watch TV more than men, and
older men and women more than younger adults. Teenagers and children
aged 2 to 11 watch least.8 Larger households and those with children view
more than smaller households and those without children. There is more use
of television in pay-cable households than in those with basic cable or no
cable at all. Differences among income classifications are not great, but
households with an annual income of less than $30,000 view more than those
with income exceeding that amount.9

THE PROGRAM DEPARTMENT

Of all the factors that determine the financial success of a radio or television
station, none is more important than programming. It is programming that
brings listeners or viewers to the station. If the number of listeners or viewers
is large, and if they possess the characteristics sought by advertisers, the station
will attract advertising dollars. Accordingly, the station’s revenues and poten-
tial profits are influenced largely by its programming. Responsibility for pro-
gramming is entrusted to a program department.

FUNCTIONS

The major functions of the program department are

• the planning and selection of program content that will appeal to target-
ed audiences

• the acquisition or, for non-news content, the production of programs

• the scheduling of programs 

• the monitoring of programs to ensure compliance with the station’s stan-
dards and regulatory and legal requirements
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ORGANIZATION

The program department is headed by a program manager or program direc-
tor, who reports directly to the general manager. In some stations, program-
ming and production are combined in one department under an operations
manager.

The number of people who report to the program manager, their titles, and
their responsibilities vary. In addition, the titles and responsibilities of the pro-
gram personnel in a radio station differ from those in a television station. We
shall examine the two media separately.

Radio The program department staff in a radio station with a music for-
mat generally includes the following:

MUSIC DIRECTOR The music director is responsible for

• additions to, and deletions from, the station’s playlist of music

• preparation of the playlist and supervision of its execution

• auditioning of new recordings

• consultation with the program manager on music rotation

• liaison with representatives of recording companies to obtain new
releases

• contact with music stores on sales of compact discs 

• cataloguing and filing of compact discs (in large markets, this responsi-
bility may be handled by a music librarian)

• in small markets, an air shift and some local production

ANNOUNCERS Announcers frequently are called disc jockeys or dee-
jays. Their major responsibility is an air shift, which includes

• introduction of recordings and programs

• reading of live commercials and promotional, public service, and station
identification announcements

• delivery of time and weather checks and traffic reports

• operation of control room equipment

In addition, announcers may

• produce commercials and other announcements

• serve as talent for commercials and other announcements

• double as music director or production director

In many stations, continuity or creative services and traffic staff report to the
sales manager. In others, their activities are supervised jointly by the program
manager and the head of the sales department. Continuity writers often are
responsible for a variety of copy, including commercials and public service
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and promotional announcements. They also check copy for compliance with
the station’s program and advertising standards. Traffic personnel place on the
schedule details of all program and commercial content to be aired.

At news-format stations, the program manager is, in essence, a news direc-
tor. The staff consists of editors, anchors, reporters, writers, and desk assistants.

The staff of news/talk stations comprises personnel responsible for news,
such as anchors and reporters, and for talk, including producers, hosts, and
telephone screeners.

Television In many television stations, the program “department” may
consist of only a program director (PD), whose major responsibility is the
development of program schedules. As noted later, the PD also works with the
general manager and others on the acquisition of syndicated programs.  

THE PROGRAM MANAGER

RESPONSIBILITIES

Program managers in small and medium markets are involved in a broader
range of activities than their counterparts in large markets. Obviously, there
are differences between programming a radio station and a television station.
In addition, in television, the amount of time spent on programming respon-
sibilities is influenced greatly by the station’s status as a network affiliate or
independent. However, all program managers engage in four basic tasks: the
planning, acquisition, execution, and control of programs.

Program Planning Program planning involves the development of
short-, medium-, and long-range plans to permit the station to attain its pro-
gramming and financial objectives.

As we shall see later in the chapter, the principal focus in radio is on the
selection of a format and other program content to attract and satisfy the
needs of particular demographics. Planning also includes the hiring of
announcers or hosts whose personality and style are compatible with the sta-
tion’s format.

In television, planning is directed toward the selection and scheduling of
programs to appeal to the largest number of people among the available audi-
ence. Affiliated stations also must consider which network programs they will
broadcast and which they will reject or delay.

Since programming is the essential ingredient in attracting audiences, and
since some audiences are sought more than others by advertisers, planning
usually is done by the program manager in consultation with the head of the
sales department and the general manager.

Program Acquisition The program manager implements program
plans by having programs produced by the station itself or by obtaining them
from other sources. The major sources of radio and television programs are
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described later in the chapter. Again, the head of the sales department and the
general manager are involved.

Program Execution Execution involves the airing of programs in
accordance with the plans. The strategies of both radio and television pro-
gram execution are described later.

The program manager coordinates the scheduling of content with traffic
personnel, and its promotion with the promotion and marketing director. 

Program Control The program manager often is called the “protector”
of the station’s license because of the responsibility for ensuring that the sta-
tion’s programming complies with the terms of its license.

As protector, the program manager

• develops the station’s program standards

• supervises all program content for adherence to the station’s standards,
the FCC’s Rules and Regulations, and other applicable regulations and
laws

• maintains records of programs broadcasted

The program manager also controls

• the direction and supervision of departmental staff and their activities

• the station’s compliance with certain contracts, such as those with a net-
work, program suppliers, and music licensing organizations

• program costs, to ensure that they do not exceed budgeted amounts

QUALITIES

The program manager should be knowledgeable and should possess adminis-
trative and professional skills and certain personal qualities.

Knowledge  The program manager should have knowledge of

Station ownership and management: Their goals and the role of program-
ming in achieving them.

The station and staff: Programming strengths and shortcomings, the rela-
tionship of the program department to other station departments, and the
skills and limitations of departmental employees.

The market: Its size, demographic composition, economy, and the work and
leisure patterns of the population as a whole and its various demographic
groups; the community’s problems and needs; for radio, the music and infor-
mation tastes of the community and, for television, program preferences.

The competition: Current programming of competing stations, their suc-
cesses and failures, and their program plans.
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Program management: The duties of the program manager and how to dis-
charge them. This includes knowledge of the sources and availability of
program content; production process and costs; salability of programming
and methods of projecting revenues and expenses; sources and uses of pro-
gram and audience research; programming trends and developments in
broadcast technology; laws and regulations pertaining to programming.

Content and audiences: Formats, programs, and other content; their demo-
graphic appeal; and the listening or viewing practices of the audience.

Skills  The program manager must possess administrative and professional
skills, among them the ability to

• develop program plans through consideration of need, alternative strate-
gies, and budget

• evaluate ideas for local programming and coordinate the activities of
staff responsible for program production

• analyze and interpret ratings and other audience research, and assess the
potential for the success of locally produced programs and those avail-
able from other sources

• select and schedule content to maximize availability and appeal to tar-
geted demographics

• negotiate contracts with program suppliers, freelance talent, music
licensing organizations, and others

Personal Qualities Audiences and station staff have strong feelings
about the programming of radio and television stations and are not hesitant to
express them. Accordingly, the program manager must be

• patient in listening to various, often contradictory, viewpoints offered by
telephone, letter, fax, or E-mail from listeners or viewers and community
groups, and in meetings with colleagues

• understanding of the needs and interests of audience members and of
the motivations of fellow employees

• flexible in adapting to changing public tastes and programming and
technological trends

• creative in developing and executing program and promotion ideas

• ethical in dealings with others in and outside the station and in program-
ming practices

INFLUENCES

The program manager’s decisions and actions are influenced by many fac-
tors. A model developed by The Arbitron Company (Figure 4.1) identifies 21
factors that comprise the decision-making environment in a radio station
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with a music format. Obviously, the station can control all the internal fac-
tors listed, such as the performance of announcers, the quality of on-air pro-
duction, and the music rotation. However, only one of the external factors—
external station promotions—is within the station’s control. The station has
no control over such influences as the availability of new music in its format,
the activities of competing stations or other media, and changing lifestyles
that may affect audience habits and tastes.

J. David Lewis used responses from 301 stations in the United States to
determine influences in television station programming. He developed eight
categories, in no particular order of priority:

• direct feedback from the audience, including letters, telephone calls, and
conversations

• regulatory, or rules and standards of practice, such as commitments
to the FCC, its rules and regulations, and the station’s own policy
statement

• inferential feedback, or ratings

• conditional, a mix of factors including comments of critics and opinions
of friends outside the station

• production staff, the opinions of station personnel with production
responsibilities

• personal or subjective judgment, including instinct, common sense, and
knowledge of the community

• financial, or factors related to the station’s income and expenditures,
such as sales potential, sales manager’s opinion, and cost
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• tactical, that is, methods of program planning, the arrangement of the
schedule, and viewing trends10

RADIO STATION PROGRAMMING

The programming of most radio stations is dominated by one principal con-
tent element or sound, known as a format. It is designed to appeal to a partic-
ular subgroup of the population, usually identified by age, socioeconomic
characteristics, or ethnicity.

In reality, few listeners probably know or care what name is used to
describe the format of their favorite station. However, the selection of a name
is important to management and the sales staff in projecting the station’s
image and in positioning the station for advertisers.

FORMATS

There are dozens of formats, but all can be placed in one of the following cat-
egories: music, information, and specialty.

Music The music format is the most common among commercial radio
stations. Describing the format of a particular station in one or two words has
become increasingly difficult with the fragmentation of formats and the
appeal of some artists in more than one format. In addition, stations use dif-
ferent names to characterize similar sounds. Arbitron identifies the following
as America’s favorite music formats:11

ADULT CONTEMPORARY (AC) AC and its variants—soft/light AC,
hot AC, mainstream AC, full-service AC, and adult rock—have a basic format
that consists of well-known rock hits and pop standards. Women constitute
about two-thirds of the formats’ audience. More than half of all listeners are
aged 25 to 49.

ADULT STANDARDS Characterized by pre-rock era music, this classi-
fication includes easy listening, middle-of-the-road, nostalgia, and variety. Half
the listeners are 65 and older. No other format has such a large share of its
audience in a single age group. 

ALTERNATIVE The format includes stations identifying themselves as
album alternative and new rock. Men account for almost two-thirds of the audi-
ence, nearly 85 percent of which is made up of persons aged 44 or younger.

CLASSICAL This format consists chiefly of recorded classical music and
live performances of symphonies, opera, and chamber music. Many stations
program short music selections during the day and concerts in the evening. Its
greatest appeal is to middle-aged (35–54) and older (55+) listeners, who con-
stitute 90 percent of the audience. It attracts more college graduates (64 per-
cent) than any other format. Listeners are relatively affluent, also, with 40 per-
cent earning more than $75,000 a year. 
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CONTEMPORARY HIT RADIO (CHR) This format includes stations
specializing in pop CHR and rhythmic CHR. Basically, the format is character-
ized by a tightly controlled playlist of top-selling rock singles, selected new
recordings that are on their way up, and occasional oldies. It attracts the largest
share of teens (26 percent) of all formats. About three-quarters of the audience
are 34 or younger. 

COUNTRY This format embraces both traditional and modern country
music. The format has broad appeal to men and women in all age ranges.
However, those aged 35 to 44 are the most frequent listeners. 

NEW AC/SMOOTH JAZZ This format includes jazz, new age, and new
adult contemporary formats. The format consists of instrumentals, with some
compatible vocals. Adults aged 35 and over make up the core audience.

OLDIES The focus is on rock-era oldies and includes 1970s hits and
rhythmic oldies. The format appeals equally to men and women and draws
more than half its audience from those aged 35 to 54.

ROCK This format is rock-based music from the mid-1970s to the pres-
ent, including album rock and classic rock. The music has huge appeal to
men. They constitute more than 70 percent of the audience, the largest adult
male share of any format. Adults aged 25 to 44 make up more than half the
listenership.

URBAN This format includes urban AC and urban oldies. The basic for-
mat specializes in contemporary rhythm and blues music. African Americans
make up more than 80 percent of the audience. Listeners tend to be young—
about one-third are aged 12 to 24.

While music is the dominant element in music-format stations, a variety of
other program content is aired. The kind, amount, and frequency of such
content are determined by a number of factors, such as format, the composi-
tion of the audience, and the size and location of the community. Examples
of nonmusic content include

Community bulletin board: Information on community events.

Editorials: The opinions of the station’s ownership on local or national
issues and events.

Features: Stories on a wide range of topics of interest to the station’s listeners.

Market reports: Both agricultural and business reports.

News: Local, regional, national, and international news.

Public affairs: Generally interview programs on local or national issues and
events.

Public service announcements: Announcements for government and non-
profit organizations.

Religion: Services of various religious denominations or discussions on
religion.

Sports: Scores, reports, and play-by-play.
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Traffic reports: Local traffic conditions, especially in large communities
and most frequently in drive times.

Weather reports: Local and regional conditions and forecasts, but more
extensive in times of weather emergencies.

Information There are two basic information formats, all news and all
talk. A third consists of a combination of the two, and is called news/talk.
Some stations restrict their news and talk content to sports and combine it
with live coverage of sporting events in an all-sports format.

ALL NEWS The all-news format consists of news (local, regional,
national, and international), information and service features, analysis, com-
mentary, and editorials. It appeals mostly to adults aged 35+, especially better-
educated males.

Stations assume that the audience will tune in only for short periods of
time to catch up on the latest developments. Accordingly, they program the
format in cycles of 20 or 30 minutes, with frequent repetition of the top sto-
ries. This characteristic often is used in promotion, with slogans such as “Give
us 20 minutes and we’ll give you the world.”

The format requires a large staff of anchors, writers, reporters, editors, desk
assistants, and stringers, as well as mobile units and numerous news services.
As a result, it is expensive and tends to be successful financially only in large
markets.

ALL TALK Interviews and audience call-ins form the basis of the all-talk
format. The subject matter varies greatly. Interview guests may generate dis-
cussion of their personal or professional lives. A call-in may focus on a timely
or controversial topic. Many stations have hosts with expertise as psycholo-
gists, marriage counselors, and sex therapists, and callers use the program to
expound on their personal problems.

Adults aged 35 to 65+ are the most consistent listeners. Most often, they
are persons in search of companionship or a forum for their views.12

Each hour or daypart is programmed to appeal to key available demo-
graphics. Success is tied closely to the skills of the host, who must be knowl-
edgeable on a wide range of topics, easy in conversation, and perceptive.
Good judgment and the ability to maintain control of the conversation are
other desirable attributes.

The format also requires producers who have a keen awareness of local and
national issues, and the ability to schedule guests who are informed, eloquent,
and provocative. Screeners are used to rank incoming calls for relevance and
to screen out crank calls.

NEWS/TALK This combination of the all-news and all-talk formats takes
different forms. Typically, it consists of news in morning and afternoon drive
times, with talk during the remainder of the broadcast day. Some stations air
play-by-play sports on evenings and weekends. The format’s chief demograph-
ic appeal is to persons aged 35 to 65+.
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Specialty There are many specialty formats. However, the following are
the most common:

ETHNIC Ethnic formats are targeted toward ethnic groups or people
united by a language other than English. African Americans constitute a
major ethnic group in many large markets and in towns of various sizes in the
South. Stations targeting this group often combine disco and hip-hop music
with information of interest to the African-American community. 

Spanish-language stations program music and information for Cuban
Americans, Mexican Americans, Puerto Ricans, and others whose primary lan-
guage is Spanish. In addition, many stations broadcast a variety of content in
one or more foreign languages, including French, Polish, Japanese, and Greek.

RELIGION This format is characterized by hymns and other religious
music, sermons, religious services, talks, interviews, and discussions. The par-
ticular program makeup is influenced heavily by the type of licensee. Some
stations are licensed to churches and religious organizations that are more
interested in spreading their message than in the size or composition of the
audience. However, ratings and demographics are of major concern to a sec-
ond type of licensee, the conventional entrepreneur, who sells blocks of time
to churches and religious organizations and spots to advertisers.

VARIETY  The variety format exists chiefly in one-station markets or
where other formats do not meet the music or information needs of several
desirable demographics. In a one-station market, for example, the format may
include music for all age groups, news, weather, sports, and public affairs.
Features would be selected for their appeal to the makeup of the community.

The format is programmed to satisfy the available audience. During the
morning hours, music may be suited to adults at home. In the afternoon and
evening, the sound may become more contemporary for teenagers and young
adults.

PROGRAM SOURCES

Radio stations use three major sources of programs: local, syndicated, and
network.

Local Local programming is the principal source for most stations. For sta-
tions with a music format, it includes both music and information content.

Recording companies are anxious to have their product played on radio
stations, since air play is an important determinant of sales. Accordingly, they
provide most stations with free, promotional copies. To ensure good service,
the station must nurture close relationships with the companies. That can be
done by maintaining regular contact, sending them copies of the playlist, and
keeping them informed of success in reaching those demographics to which
the recordings appeal.

Some stations obtain recordings from local stores under a trade-out
arrangement. Stations in many small markets do not receive promotional
copies and subscribe to a recording service for current releases.
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Examples of locally produced information content on a music-format sta-
tion include news, sports, and public affairs. Stations with an information
format rely heavily on local production for news, talk, features, sports, and
public affairs.

Radio stations also engage in remotes from retail stores, malls, and other
business locations. Such broadcasts can be a useful promotional tool. Indeed,
some stations have bought fiberglass or inflatable studios in the shape of giant
radio receivers to increase their visibility on such occasions. However, remotes
must be selected with care, since they may interrupt the regular flow of pro-
gramming. They must also be planned in close cooperation with the sales
department.

Syndicated Syndicators provide stations with programs and with com-
plete music formats.

PROGRAMS Syndicated offerings range from 60- or 90-second features
on health, finance, politics, and assorted other subjects, to programs of sever-
al hours’ duration.

Long-form programming featuring nationally known talk personalities like
Rush Limbaugh and Sean Hannity offers stations quality and cost-efficient
content. Such is the appeal of syndicated product that it has even taken over
the traditionally locally produced morning drive period on many stations and
replaced station hosts with the likes of Don Imus and Howard Stern. Regional
morning team programs are also available, especially in the South.

Barter is the primary method of syndicated program acquisition. Other
programs are offered on a cash basis, the price determined by factors such as
market size, the appeal of the program, and competition for it. Still other
programs are available to the station without charge.

FORMATS The entire music programming of some stations is provided
by format syndicators.

Stations receive from the syndicator, typically via satellite, music in the
desired format and then insert commercials, promotional, public service, and
ID announcements, and other nonmusic content.

Syndicated formats are found mostly in fully automated stations. However,
many formats may be used in semi-automated and live-operated stations.

Some formats are sold to stations and others are leased. Cost is determined
mostly by the type of format and size of the market.

In addition to providing music, many format syndicators offer their servic-
es to stations as consultants on programming, promotion, and research.

Network The programming of most national networks is designed for
specific demographics or formats. The staples are music, news, and talk.
Other programs vary according to the interests of the targeted audiences.

Many stations also receive news and other informational programming
from regional or state networks. Ad-hoc networks are organized in many parts
of the country for the coverage of special events and sports.
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STRATEGIES

Selection of a format is the first and most important step in the development
of a station’s programming strategy. It is also the most difficult. In most mar-
kets, music formats with the greatest appeal to the most-sought demographics
(persons aged 25 to 54) already have been taken. AM stations experience par-
ticular problems, as evidenced by their movement away from music formats
and toward news, talk, or a combination. With the increasing fragmentation
of formats, FM stations also face difficulties in trying to position themselves
in a way that sets them apart from stations with similar formats. “Niche pro-
gramming” has become the key.

Among the factors that influence the format selection are

Market Size

Generally, the larger the market, the more specialized the format must be
to attract an audience.

Community Composition and Location

Demographic characteristics and trends are important in predicting the
appeal of particular formats since, as we have seen, music and other pro-
gram preferences are linked closely to age, gender, income level, and eth-
nicity. The makeup of the workforce and the proportion of professional,
industrial, and agricultural employees also provide useful pointers. The
region of the country in which the station is located and the extent to
which it serves chiefly urban, suburban, or rural residents, or some combi-
nation, give additional clues to content appeal.

Competition

Consideration of the degree to which competing stations have targeted all
desirable demographics will indicate if there is a void in the marketplace.
Persons deemed most desirable by advertisers are, in order, adults aged 25
to 54, 18 to 49, and 18 to 34. If there is a void, the station may select a for-
mat that meets the needs of the unserved or underserved audience. On the
other hand, it may be determined that one or more stations are vulnerable
to direct format competition, and that audience may be taken from them
by better format execution and promotion.

Potential Audience and Revenues

The size and demographic composition of the audience are key factors in
generating advertising dollars. For that reason, projections of the poten-
tial audience and of advertising revenues are major criteria in the format-
decision process.

Technical Considerations

The size of the potential audience is determined by the number of people
who can receive the station’s programs. Accordingly, the power at which a
station is authorized to broadcast is important. The greater the power, the
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greater the coverage. Coverage also is influenced by the frequency of an AM
station and the antenna height of an FM station. The lower the frequency
and the higher the antenna, the greater the range of the station’s signal.

Format selection may take into account another technical considera-
tion. The superiority of FM over AM sound fidelity has attracted a major-
ity of music listeners to FM stations and posed programming dilemmas for
AM stations in many markets.

Finances

The financial cost of the format and of promoting the station to capture
enough listeners to appeal to advertisers must be considered.

Stations that opt for a music format also must decide on other content ele-
ments to include in their programming.

Next, the station decides how to execute the programming to attract and
retain the target audience. The decision must take into account the needs and
expectations of the listeners.

People turn to a music-format station chiefly for entertainment or relax-
ation, to an all-news station for information, and to an all-talk station for a
variety of reasons, including information, opinion, and companionship. They
expect to hear a familiar sound, one with which they feel comfortable. The
format, therefore, must be executed with consistency.

The most common tool to obtain consistency is the format wheel or format
clock, which identifies the mix and sequence of program elements in a one-
hour period. Figure 4.2 shows a format wheel for a contemporary hit station
in morning drive time.

The particular composition of an audience, its needs, moods, and the
activities in which it engages change during the day. Stations attempt to
respond to those changes through dayparting. On weekdays, the dayparts are

Morning drive time (6:00 A.M. to 10:00 A.M.): Most listeners want to be
brought up-to-date with news and with weather and traffic conditions.

Midday (10:00 A.M. to 3:00 P.M.): The majority of listeners are homemak-
ers and office workers, and both music and information programming are
tailored to their needs.

Afternoon drive time (3:00 P.M. to 7:00 P.M.): Teenagers return from school
and adults drive home from work. For the most part, the former seek enter-
tainment and the latter a mix of entertainment and information.

Evening (7:00 P.M. to midnight): The audience of most stations is com-
posed chiefly of people desiring entertainment or relaxation.

Overnight (midnight to 6:00 A.M.): Shift workers, college students seeking
entertainment, and persons seeking companionship constitute the bulk of
the audience.

All-news stations broadcast their content in cycles, with a certain time
elapsing before each element is repeated. Figure 4.3 shows a format wheel for
such a station.

Audience size is computed by quarter hour, and so stations strive to attract
the maximum possible audience in each quarter-hour period. However, audi-
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ence members do not have to listen continuously for 15 minutes to be count-
ed. Audience measurement companies credit a station with a listener if a per-
son is tuned in for five or more minutes in any quarter hour. One technique
to retain listeners from one quarter hour to the next is to schedule a music
sweep (i.e., uninterrupted music) over each quarter-hour mark. Nonmusic
content, which often prompts dial-switching, is placed within the quarter
hour. Another is a tease or bumper. Here, the disc jockey or talk host previews
what is coming up in the next segment.

A station’s success in maintaining audience may be judged by the amount
of time a person listens during a specific daypart. This is known as time spent
listening, or TSL. It is calculated by multiplying the number of quarter hours
in a daypart by the average quarter-hour audience and dividing the result by
the cumulative audience. For example, a station has an average audience of
5,700 and a cumulative audience of 25,500 among persons aged 25 to 49 dur-
ing morning drive Monday through Friday. The TSL is 80 (number of quar-
ter hours) times 5,700 (average audience) divided by 25,500 (cumulative audi-
ence), or 17.9 quarter hours. To determine audience turnover, or the number
of times an audience changes during a time period, the cumulative audience
is divided by the average audience. In this example, it is 4.5.
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Essentially the same music is available to all stations in a market with a par-
ticular format. An important strategic consideration, therefore, is the selection
of recordings for the playlist and their rotation. The playlist is the listing of
recordings played over the course of a period of time, usually a week. Rotation
refers to the frequency with which each is played.

Stations rely on several sources in deciding what to keep on the playlist
and what to add and delete. Among those used most often are trade maga-
zines, such as Billboard and R&R (Radio & Records), tip sheets, and newslet-
ters. They reflect the popularity of recordings in different formats across the
nation. To determine local appeal, stations check on sales with area music
stores.

To increase their information base, many stations engage in continuing
efforts to obtain listener feedback to the music being played or contemplated
for addition to the playlist. The most common method is call-out research.
The station plays over the telephone short excerpts (called “hooks”) of music
selections and asks respondents for their reactions. The results are tabulated
and assist in tracking the popularity of recordings and making decisions on
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playlist content. Such research is relatively inexpensive, but only a limited
number of hooks can be played before participants grow tired.

Another method is auditorium testing. Several dozen people are invited to
a large room or auditorium and asked to rate as many as 400 hooks. They are
paid and, generally, are chosen from the age group targeted by the station.
They may be regular listeners, those who favor a competing station, or a
combination. Auditorium testing is more expensive than call-out research
and usually is attempted only periodically. That prevents close monitoring of
changing music preferences and regular refinement of the playlist.

In an attempt to ensure that programming is tuned to the needs of the tar-
get audience, stations are paying increased attention to nonmusic research.
Many are building databases to develop listener profiles. Income, lifestyle,
product usage, and leisure activity are examples of information that is collect-
ed and stored. Images of the station, its programming, personalities, and other
elements are obtained through focus groups, which bring together 10 to 12
people for a controlled discussion led by a moderator. Often, the results pro-
vide ideas for more extensive research. Market perceptual studies are conduct-
ed by telephone interview or mail survey among targeted listeners to identify
perceptions of a station’s position in the market and its various characteristics.
Telephone interviews also are used in format searches, attempts to ascertain if
there is a need or place for various formats or elements within a format.

In some formats and on some stations, primary emphasis is given to the
music or information content. The personality of the announcer is second-
ary. However, since the announcer is the link between the station and the
audience, many stations encourage announcers to project their personality
with the expectation that it will provide another competitive weapon. In
either situation, announcers are important in the creation of a station’s
image and are chosen to reflect that image. If personality is emphasized,
announcers are scheduled during those dayparts when their personality suits
the mood of the audience.

Strategy considerations also may involve the possible use of automation.
The station must decide whether its benefits outweigh its shortcomings and
whether it may be used advantageously over the entire broadcast day or in cer-
tain dayparts. Automation offers the advantages of a consistent, professional
sound, eliminates personnel problems, and may result in cost savings.
However, it removes the element of personality and deprives the station of
spontaneity and flexibility.

Programming must be promoted constantly to retain the existing audience
and to attract new listeners. The role of promotion is discussed in Chapter 6,
“Broadcast Promotion and Marketing.” It should be noted here that stations
seek to gain competitive advantage through on-air and off-air promotion of
image, programming, and personalities. They hope that the result will be a
clear public perception of what the station does and how it can satisfy audi-
ence needs.

A final and most important strategic consideration is the station’s commer-
cial policy. Most listeners to music-format stations have little tolerance for
interruptions in music and may seek out another station when commercials
air. Commercial policy usually sets forth the commercial load (i.e., the num-
ber of commercials allowed per hour) and the frequency of breaks for com-
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mercials and other nonmusic content. Commercial policy is discussed further
in Chapter 5, “Broadcast Sales.”

TELEVISION STATION PROGRAMMING

Programming a commercial television station differs markedly from pro-
gramming a radio station. While the radio programmer identifies a specific
audience and broadcasts to it throughout the day, the television programmer
targets a general audience and attempts to respond to the preferences of
those persons who are available to view.

A radio station competes for audience primarily against the other radio
stations in the market that seek to attract similar demographics. A television
station is in competition against all other television stations in the market
and against cable and direct broadcast satellite. Additional competition for
the viewers’ time comes from videocassette recorders, DVD players, and the
Internet.

Network programming occupies only a minor place in the schedule of
most radio stations. It is a dominant force in television, providing a major part
of the schedule for stations affiliated with the three original networks—ABC,
CBS, and NBC. It plays a lesser, though still very important, role in the offer-
ings of affiliates of Fox, The WB, and UPN. (At the time of writing, the future
of PAX TV was uncertain. Accordingly, it will not be considered here.)

Programming success in television rests heavily on the ability to produce
or buy programs with audience appeal, air them at times when they can be
seen by the audience to which they appeal, and build individual programs
into a schedule that encourages viewers to tune to the station and remain with
it from one program to another.

PROGRAM SOURCES

Television stations affiliated with a network rely on three principal sources of
programs: the network, program syndicators, and local production. Independent
stations (i.e., those not affiliated with a permanent network) use syndicated and
local production and receive sports and specials from ad-hoc networks.

Network ABC, CBS, and NBC provide affiliates with the bulk of their
programming. Weekday daytime hours consist of news magazines, soap
operas, a game show, and network news. In prime time, entertainment, news
magazines, and some sports are broadcast. Talk-variety, news interviews, and
news characterize the late night and overnight periods.

On weekends, they schedule news magazines and programs for children
and teenagers on Saturday mornings, sports in the afternoon, and entertain-
ment in prime time. Daytime on Sundays includes news-magazine and news-
interview programs and sports, followed by prime-time entertainment.

The networks produce their news and sports broadcasts and a growing
number of their prime-time entertainment programs. However, they contin-
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ue to purchase a significant amount of entertainment from independent pro-
duction companies.

Fox, The WB, and UPN supply fewer hours for their affiliates than the
original networks. Weekdays, Fox programs two hours of entertainment in
prime time. On Saturday, children’s programs are aired in the morning, sports
in the afternoon, and entertainment in prime time, followed by more enter-
tainment. A morning news-interview program, afternoon sports, and three
hours of prime-time entertainment make up the Sunday schedule.

The WB airs a two-hour, young-adult entertainment block weekday
afternoons and two hours of entertainment in prime time. Five hours of
morning children’s programming are the network’s only offerings on
Saturday. The network’s Sunday schedule consists of two hours of prime-
time entertainment.

UPN programs two hours of entertainment in prime time Monday
through Friday and a movie on Saturday afternoons. 

Program Syndicators Syndicated programs are used by network-
affiliated stations to fill many of the periods during which the network does
not provide programming. Independent stations rely heavily on such pro-
grams during all dayparts.

There are two major categories of syndicated programs:13

Off-network, which denotes that the programs have been broadcast on a
network and now are available for purchase by stations and other outlets.
They include a large number of situation comedy and dramatic programs
that attracted large and loyal audiences during their network runs.

First-run, which describes programs produced for sale directly to stations.
The kind of content available varies from year to year. In the early years of
the twenty-first century, among the most plentiful and popular offerings,
were talk, game, and court shows.

Feature films and cartoons also are distributed by syndicators. Decisions on
syndicated program acquisitions are based on program availability, cost, and
audience appeal.

As noted later in the chapter, the station rep company is an important
source of information on available programs. Many stations use additional
sources, such as the annual Television Programming Source Books, published
by BiB Channels. This three-volume series contains information on films and
film packages, and lists short- and long-form TV film and tape series, with
details of program length, number of episodes, story line, distributor, and dis-
tribution terms. Product is available to a station only if it has not already been
obtained by another station in the market.

Even though stations often announce that they have bought a syndicated
program, what they have bought, in fact, are the exclusive rights to broadcast
a program over a specific period of time. The rights are contained in a license
agreement between the syndicator and the station. It details, among other
items, the series title, license term, number of programs, license fee, method
of delivery, and payment terms. The fee is based on a number of factors,
including the size of the market, competition for the program from stations in
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the market, the age of the program, and the time period during which it will
be broadcast. The negotiating skills of the person representing the station also
may be influential. In the case of feature films, market size, competition, and
the age of the films are taken into account, as well as the success they
achieved during their showing in movie theaters or on a network.

The dramatic increase in the cost of syndicated product, combined with
the emergence and growth of barter programming (discussed below), have
led to an important change in the program manager’s traditional role in syn-
dicated program purchasing. Today, because of the increased emphasis on
the bottom line, the programmer is likely to be only one of several key sta-
tion personnel involved in purchasing decisions. Others include the general
manager, sales manager, and business manager. In many stations, the gener-
al manager has primary responsibility, while the program manager merely
administers decisions.

In determining what to buy and how much to pay, the station should give
particular attention to the ratings potential and projected revenues of syndi-
cated programs. Their appeal may be ascertained by studying their perform-
ance in other markets, particularly those with a similar population makeup.
Nielsen’s Report on Syndicated Programs provides detailed information on the
size and demographic composition of the audiences for syndicated programs
in all markets, in different dayparts, and against different program competi-
tion. Clues to the appeal of off-network programs may be gleaned from their
performance in the market when they aired on a network.

Calculating revenue potential requires consideration of (1) spot invento-
ry, or the number of 30-second spots available in each program; (2) the aver-
age selling price in the daypart in which the program will be broadcast; and
(3) the selling level, that is, the percentage of spots likely to be sold.
Multiplying the selling price by the number of spots available produces the
gross revenue. The gross is reduced by 15 percent to allow for commissions
paid by the station to account executives, reps, and advertising agencies, pro-
ducing the net. That figure is reduced further by the projected selling level
(most stations use 80 percent) to give what is known as the net net.

Assume that a network-affiliated station is contemplating the purchase of a
half-hour, off-network series. Six commercial minutes are available and the
average selling price in the daypart for a 30-second spot is $400. The calcula-
tion would be as follows:

Selling price $400

30-second commercials × 12

Gross $4,800

Net revenue level (after commission) × .85

Net $4,080

Selling level ×.80

Net net $3,264
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The projected revenue of $3,264 for each episode applies only to the first
year. Projections for subsequent years will take into account possible changes
in the spot rate. For example, rates in the daypart may increase to keep pace
with inflation. A decrease might result if the program were moved to a less
costly daypart.

Having calculated the net net revenue potential of each episode over the
life of the contract, the station must then consider how much it can afford to
pay per episode. The actual price will be determined through negotiations
between the syndicator and the station.14

When the contract is signed, the station usually makes a down payment
and pays the balance in installments. As noted in Chapter 2, “Financial
Management,” costs are assigned according to an amortization schedule for
accounting purposes. The station may select the straight line method, which
means that an equal value is placed on each broadcast of each episode.
Alternatively, it may opt for accelerated amortization or the declining value
method, which assumes that the value of each episode decreases with each
broadcast. Accordingly, the station assigns to each broadcast a declining per-
centage of total cost. A program with six runs may be expensed as follows: run
1—40 percent; 2—30 percent; 3—15 percent; 4—10 percent; 5—5 percent;
6—0 percent.

It is becoming increasingly difficult for stations to buy attractive syndicat-
ed programs for cash.  Some are available only through barter.

In a barter transaction, the syndicator provides the program at no cost but,
in return, retains for sale some of the commercial inventory. In a 30-minute
program, for example, two minutes may be retained, leaving four minutes for
sale by the station. More common is the cash + barter arrangement, whereby
the station pays a fee for the program and also surrenders time to the syndica-
tor.

At its inception, barter was viewed as a means whereby stations could con-
trol soaring program costs. Syndicators emphasized that the value of the com-
mercial time surrendered would represent a much lower cost to the station
than if the program were bought on a straight cash basis. Furthermore, the
small amount of inventory retained by the syndicator probably would not hurt
profits, since 10 to 15 percent of commercial time generally remains unsold.

Barter does permit stations to obtain competitive product without putting
out large amounts of cash, and to exchange time that might not be used for
lower overall program costs. However, it has become such a dominant force
that stations that would be willing to pay cash do not have that option. In addi-
tion, program costs have continued to escalate and stations have been left
with less inventory to recoup their programming investment. Furthermore,
barter now places stations in direct competition with syndicators for the sale
of time to national advertisers in the same program.

Local Production The focus of local production is on local newscasts
and public affairs programs, chiefly face-to-face interviews. Other local pro-
ductions may include magazine, music video, exercise, sports, and children’s
programs, and occasional documentaries.
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PROGRAMMING FACTORS

The TV program manager weighs many factors in making program acquisi-
tion and scheduling decisions. Among the more important are these:

Strength or Weakness of Competing Stations

Since the size of the television audience is predictable in each daypart, a
station attracts viewers at the expense of its competitors. Noting the
strength or weakness of the competition, both among total viewers and par-
ticular demographics, the station can schedule appropriate programs. In a
single time period, there are two basic options. One is to try to draw view-
ers from competing stations with a program of similar audience appeal.
The second is to schedule a program with a different appeal to attract those
whose interests are not being addressed.

Building Audience Flow

It is advantageous to a station to air programs that attract large audiences.
It is much more advantageous if audiences can be inherited from preced-
ing programs and retained for those that follow. In scheduling, considera-
tion is given to both possibilities.

A challenge in scheduling programs to capitalize on this so-called audi-
ence flow has grown out of the spread in ownership of remote-control pads.
Viewers use them to switch from channel to channel within and between
programs to explore their options. This practice is known as flipping.15

Building Audience Habit

Series programs scheduled in the same time period each weekday can
become part of the audience’s daily television viewing routine.
Encouraging such habit formation usually is an important goal.

Available Audience

The audience of a market, and the availability of different parts of the audi-
ence in various dayparts, are major determinants of program selection and
scheduling. Figure 4.4 shows the dayparts on weekdays and the audience
available in each.

Weekends present a different picture. In theory, all children and many
adults are potential viewers. However, shopping, social, and sporting activ-
ities influence the number and kind of people who are free to watch tele-
vision on Saturdays. The nature of the local economy is important, too.
More adults usually are available in white-collar than in blue-collar com-
munities, where Saturday work is not uncommon. On Sundays, religious
pursuits may be added to shopping, social, and sporting activities as alter-
natives to television viewing.

Audience Interest

Audiences are attracted in large numbers to many entertainment pro-
grams. If audience interest in other kinds of content is high in a particular
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FIGURE 4.4 Television dayparts and available audience (all times are ET).

Daypart Available Audience

Early Morning
[6:00 A.M. to 9:00 A.M.]

Children, homemakers, adult men and women who
work outside the home, retired persons. Schoolchildren
and working adults are preparing to leave, and most
have left by the end of the daypart.

Morning
[9:00 A.M. to Noon]

Mostly preschoolers, homemakers, the retired, and shift
workers.

Afternoon
[Noon to 4:00 P.M.]

Early in the daypart, working adults who eat lunch at
home are added to the morning audience. They leave,
and are replaced from about 2:00 P.M. by children
returning from school.

Early Fringe
[4:00 P.M. to 6:00 P.M.]

The return of most working adults begins and, in many
small and medium markets, is completed.

Early Evening
[6:00 P.M. to 7:00 P.M.]

In all but the largest markets, all segments of the audi-
ence are home.

Prime Access
[7:00 P.M. to 8:00 P.M.]

All audience segments are available to view.

Network Prime Time
[8:00 P.M. to 11:00 P.M.]

During the first hour or so, the same as that for prime
access. A decrease begins at about 9:30 P.M., chiefly
among children, those who have to get up early, and the
retired.

Late Fringe
[11:00 P.M. to 11:35 P.M.]

Mostly adults.

Late Night
[11:35 p.m. to 2:05 A.M.]

Again, mostly adults, including shift workers.

Overnight
[2:05 a.m. to 6:00 A.M.]

Shift workers comprise the largest part of the compara-
tively small available audience.

market, or if the station believes that interest can be stimulated, it may wish
to produce or buy programs that respond to such interest.

Advertiser Interest

To be successful, programs must attract advertisers as well as audiences.
The principal target of most local TV advertisers is adults aged 25 to 54.
Selecting programs with low audience appeal, or with appeal chiefly to
demographics in which advertisers are not interested, leads to financial
problems.

Budget

The amount of money available for program production and purchases is
an important determinant of what can be programmed. Costs of many
popular off-network programs have been driven up significantly in recent
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years, making it difficult for a station to use large numbers of such pro-
grams as a stepping-stone to success.

Program Inventory

Many syndicated program and feature film contracts permit multiple
broadcasts over a period of years. In addition to recently purchased prod-
uct, such content still may be available for airing.

Local Production Capabilities

It has been noted that most stations produce few programs, except news
and public affairs. However, a station with an adequate budget, equip-
ment, and technical facilities, competent production personnel, and
sources of appropriate talent may contemplate producing other kinds of
programs, especially if audience and advertiser interest are strong.

SCHEDULING STRATEGIES

Consideration of the above factors will suggest program scheduling strategies
suited to the competitive situation in which the station finds itself. The fol-
lowing strategies are among those used most commonly:

Head-to-head: A program that appeals to an audience similar to that being
sought by a competing station or stations. Early- and late-night newscasts
usually are scheduled against each other on stations affiliated with the orig-
inal networks and provide an example of this strategy.

Counter: A program that appeals to a different audience from that targeted
by the competition. A program with principal appeal to adults at the same
time as a children’s program on another station is an example of counter-
programming.

Strip: Scheduling a program series at the same time each day, usually
Monday through Friday. This practice, also known as horizontal program-
ming, encourages habit formation by the audience. However, if the pro-
gram does not attract a sizable audience, the strategy may backfire, since
failure will be experienced every day. With syndicated series, the strategy
is desirable only if there are enough episodes to schedule over several
months, at least.

Checkerboard: Airing a different program series in the same time period
daily. This strategy has several drawbacks. It is expensive, since the station
may have to buy as many as five different series. It is difficult to promote.
Finally, it does not permit the station to capitalize on the element of audi-
ence habit.

Block: Scheduling several programs with similar audience appeal back-to-
back, usually for two hours or more. This strategy also is called vertical pro-
gramming and seeks to encourage audience flow.

Feature films pose a special scheduling challenge. Film packages contain
both good and not-so-good movies, and not all have similar audience appeal.
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Many stations try to surmount the problem by airing films under an umbrel-
la series title and identifying an element for promotional emphasis. If the
movie has won awards, for example, the award-winning elements lend them-
selves to such an approach.

Three decades ago, Philip F. von Ladau, vice president and general man-
ager of Marketron, Inc., set forth ten basic programming principles. Despite
changes in audience habits resulting from the massive growth in the number
of viewing options and the impact of the remote-control pad, judicious appli-
cation of the principles can still lead to successful scheduling. They are

1. Attack where shares of audience are equally divided. It’s a lot easier to
take a little audience from each of several stations than a lot of audi-
ence from a dominant program.

2. Build both ways from a strong program. Take advantage of early tune-in
to a strong program creating “free” sampling of a good preceding show;
late tune-outs to accomplish the same for the following. This falls under
the principle that it’s easier to sustain an audience than to build one.

3. Sequence programs demographically. Don’t force unnecessary audi-
ence turnover.

4. When a change in appeal is called for, accomplish it in easy stages.
When the available audience dictates a change, do so with a program
type that will hold as large a share of the preceding audience as possi-
ble, rather than attempting to completely change the demographic
appeal.

5. Place “new” programs at time periods of greatest tune-in. This amounts
to free advertising through happenstance sampling. People turning on
their sets generally leave them at the station last used; thus, at times of
building (increasing) set usage, a significant number of people may
inadvertently be exposed to your new show.

6. Keep a “winning” program in its current position. Changing competi-
tion must, of course, be taken into consideration. But when people
are in the habit of finding a popular program in a particular time peri-
od, moving it risks an audience loss.

7. Counter-program to present viewers with a reasonable alternative to the
other fare. It’s generally better to offer something different than just
another version of the types of programs already being aired by the
competition.

8. Program to those people who are available. A lot of errors are made
here by considering the age/sex makeup of all the audiences using
TV. What is really available to most programs, particularly independ-
ent and/or individual-station-placed programs, is just the audience
that remains after the dominant show has commanded its share.

9. In buying, always consider how it would be to have the offered program
opposite you. It may be worth a small going-in monetary loss as
opposed to the big one that might be created with the subject program
opposite your existing properties.
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10. Don’t place an expensive program in a time period where there is insuf-
ficient audience or revenue potential, enough at least to break even in
combination with its preceding and following properties.16 

PROGRAMMING THE NETWORK AFFILIATE

Even though stations affiliated with the Fox, The WB, and UPN networks are
“network affiliates,” their networks’ schedules are much more limited than
those of ABC, CBS, and NBC. As a result, they operate like independent sta-
tions much of the time. For that reason, they will be considered with the inde-
pendents later in the chapter.

Affiliation with one of the three original networks offers many advantages.
It has been noted that the network fills a significant part of an affiliate’s pro-
gram schedule, mostly at no direct cost. 

Many network programs attract large audiences, thus increasing the value of
the time the station sells in and around them. Skillful scheduling and promo-
tion also permit the station to attract audiences to locally scheduled programs
before, between, and after network offerings. Similar assistance in boosting
audiences is afforded through the network’s publicity and promotion. 

However, the affiliate programmer’s job is not without challenge. Cable
and DBS allow viewers to select from dozens of channels, which offer stiff
competition and which have cut deeply into the affiliates’ audiences.

NETWORK-AFFILIATE RELATIONS

The relationship between a network and an affiliated station is governed by
an affiliation contract. Specific contracts differ from network to network and
are undergoing some changes, particularly on the terms of compensation that
networks traditionally have paid to their affiliates. Generally, however, they
contain the following clauses:

1. The network agrees to provide, and deliver to the station, a variety of
programs.

2. The station has the right of first refusal. In other words, the network
must offer programs first to its affiliated station in the market.

3. The station may reject any network program it believes to be unsatis-
factory, unsuitable, or contrary to the public interest. In such cases,
the network may offer the program to another station or program
transmission service in the market. In practice, affiliated stations clear
(i.e., carry) most of their network’s programs. When they refuse, it is
generally because they consider the program too controversial or
because they wish to broadcast a program of special local interest. 

4. The station may broadcast a network program on a delayed basis, but
only with network approval. When the delayed broadcast occurs, the
station must announce that the program was presented earlier on the
network.
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5. The station may not add or delete material from a network program
without prior written authorization from the network.

6. Within a network program period, the station may not delete any net-
work identification, program promotion, or production credit
announcement, except promotional announcements for a program
the station will not carry. In such cases, only a network or station pro-
motional announcement or public service announcement may be
substituted.

7. The network may cancel a previously announced program and substi-
tute another program.

8. The station may broadcast locally originated announcements in station
break periods between and during network programs. However, the
placement and duration of such periods are determined by the network.

9. When an affiliated station is sold, the network has the right to deter-
mine whether to accept the change.

NETWORK PROGRAMMING

The original networks provide their affiliates with programs in most dayparts.
Weekday early-morning network programming consists of news magazines.

A woman’s magazine program (ABC) and game show (CBS) fill part of the
morning, followed by an afternoon block of soap operas and news in early
evening on all three networks. Network prime time comprises a variety of pro-
grams: reality, situation comedies, dramas, feature films and made-for-TV
movies, news magazines, specials, and sports. Late night is made up of news-
interview and talk-variety programs. ABC and CBS air news during all or part
of the overnight daypart.

The networks’ weekend lineup varies, chiefly as a result of sports coverage
on Saturday and Sunday afternoons. News magazines, cartoons, and other
child- and teen-appeal programs are aired on Saturday mornings. Sports char-
acterize Saturday afternoons, usually followed by the network news. Network
prime time consists of entertainment. NBC is the only network that programs
the late-night slot, with “Saturday Night Live.” 

News magazines and news interviews are aired on Sunday mornings, and
sports during the afternoons. Network news precedes prime-time program-
ming, which starts at 7:00 P.M.

SCHEDULING

Since a network fills the major part of an affiliated station’s broadcast day, the
program manager’s chief scheduling responsibility is for those periods during
which the network is not feeding programs. Of course, if the station deter-
mines that it will not clear or will delay broadcast of a network program, addi-
tional scheduling decisions must be made. Programming possibilities on
weekdays include the following:
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Early Morning (6:00 A.M. to 9:00 A.M.) Many affiliates start the
daypart with local news and/or news-magazine programs, and most join the
networks at 7:00 A.M. for their respective news magazines. Children and
teenagers are not being served. Locally produced children’s programs, syndi-
cated cartoons, and off-network sitcoms or drama-adventure series offer alter-
natives for part or all of the period.

Morning (9:00 A.M. to Noon) Homemakers are a principal target
in this daypart. During the first two hours, the networks are not providing
programs. Options include local or syndicated talk, discussion, or magazine
programs oriented toward women, and game shows. Off-network situation
comedies starring children or with slapstick elements may bring children as
well as adults to the set. ABC and CBS return at 11:00 A.M. and most affili-
ates clear network programming through the end of the period. Syndicated
talk is the choice of many NBC affiliates.

Afternoon (Noon to 4:00 P.M.) Between noon and 12:30, many
affiliates opt for local news or a news magazine, both of which provide an
opportunity to promote later newscasts. Syndicated entertainment, such as
quiz or game shows and situation comedies, is an alternative. From 12:30 P.M.
(CBS) or 1:00 P.M. (ABC and NBC), affiliates generally carry the network
soap opera block.  It runs until 4:00 P.M. on ABC and CBS. NBC affiliates
have an opportunity to counter-program starting at 3:00 P.M. The alternatives
include syndicated talk with strong appeal to women, or cartoons and situa-
tion comedies with teenage and child appeal to target returning schoolchild-
ren and teenagers.

Early Fringe (4:00 P.M. to 6:00 P.M.) This is the start of the longest
period for which an affiliate has programming responsibility. At the same
time, it offers a station the opportunity to generate significant advertising rev-
enues and build the adult audience for its local news.

The growth in audience size and diversity allows stations to engage suc-
cessfully in counter-programming. Thirty-minute and one-hour off-network
and first-run syndicated content fit easily into the period, and many stations
have discovered that audiences respond well to blocks of programs of the
same genre.

Placement of local news is a major strategic factor. Airing it at 5:00 P.M. or
5:30 P.M. rules out the possibility of back-to-back hour-long programs.
However, a succession of two or three off-network situation comedies with
increasingly older appeal can bring youngsters to the set first, followed by
teenagers and adults. An hour-long syndicated talk program attracts the adult
demographics desired for news at 5:00 P.M. Movies may be considered by sta-
tions that do not air local news until 6:00 P.M., but their appeal varies. They
also pose some scheduling problems because of their varying lengths. Made-
for-television movies are consistent in length, but have proven less appealing
than feature films.

Broadcast Programming

129

ch004_Pringle.qxd  2/17/06  8:47 PM  Page 129



Early Evening (6:00 P.M. to 7:00 P.M.) The length of the local
newscast and the periods selected both for local and network news influence
the schedule in this daypart. The 30-minute network newscast may be preced-
ed or followed by a 30-minute local newscast. An hour-long local news pro-
gram may be followed by network news in the first half hour of prime access,
or a 90-minute news block may start with 30 minutes of local news, followed
by network news, and a final 30 minutes of local news. In most major mar-
kets, longer news blocks are common. 

Prime Access (7:00 P.M. to 8:00 P.M.) The Prime-Time Access
Rule restricting what could be shown by some network affiliates formerly influ-
enced program choices in this daypart. With the rule’s termination in 1996, sta-
tions in all markets are free to air whatever they please. Most stations have filled
the time slot with syndicated programs. Quiz and game shows, as well as off-
network situation comedies, have proved very strong in this period. News mag-
azine programs enable stations to inherit adults from the preceding newscasts.

Network Prime Time (8:00 P.M. to 11:00 P.M.) Most affiliates
carry network programming during this entire daypart. If a network program
is not competitive, or if most of the network’s schedule on a given night is far-
ing poorly, the station may consider preempting and substituting its own pro-
gramming. Syndicated entertainment programs can fill a 30- or 60-minute
period, while movies may produce the desired audience for periods of 90 min-
utes or two hours.

Late Fringe (11:00 P.M. to 11:35 P.M.) Affiliated stations usually
air their late local news in this time slot.

Late Night (11:35 P.M. to 2:05 A.M.) NBC provides affiliates with
programming for the entire period, and CBS programs all but 30 minutes.
ABC fills only the 11:35 P.M. to 1:05 A.M. slot. Options for CBS and ABC
affiliates include off-network situation comedies and, for ABC affiliates, syn-
dicated talk or entertainment-based programs and off-network dramatic
series.

Overnight (2:05 A.M. to 6:00 A.M.) Affiliates that remain on the air
usually carry news fed by the network during part or all of the period.

Weekend scheduling is influenced by network sports programming, which
varies from season to season. On Saturday afternoons, the station may have to
program a period of two or more hours. Syndicated entertainment and feature
films are among the most popular options. Many stations air a 30-minute
local newscast at 6:00 P.M. and follow network news with a one-hour or two
30-minute syndicated entertainment programs from 7:00 to 8:00 P.M. Local
late news follows network prime time on many affiliated stations. ABC and
CBS affiliates do not receive network programming during late night and
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often run movies, syndicated talk, off-network drama series, or situation come-
dies in the time periods.

Many affiliates carry religion, public affairs, or children’s programs on
Sunday mornings before joining the network for news-magazine and news-
interview broadcasts. Depending on the season, the station may have to
schedule afternoon programs before or after network sports. Again, syndicat-
ed entertainment and feature films are common choices, with local and net-
work news between 6:00 and 7:00 P.M. After network prime time, most affil-
iates air a 30-minute local newscast. Movies, syndicated entertainment, and
religion are among the alternatives for the late-night period.

PROGRAMMING THE INDEPENDENT STATION

Programming an independent television station is a most challenging job.
The challenge is less difficult for stations affiliated with Fox, The WB, and
UPN, which receive varying amounts of programming from their networks.
However, programmers still are left with many hours to fill each day, and
independents cannot rely to the same degree as competing affiliates on net-
work programs to encourage the flow of viewers into locally scheduled time
periods, thus enhancing not only audience size but also the value of time the
station sells to advertisers.

By definition, the true independent does not have access to programs on
any permanent network, many of which attract large audiences to the affili-
ates with which it competes. It does not benefit from network promotion and
publicity, which draw viewers to the affiliates. Unlike the affiliate, the true
independent must provide all the programs it airs, a task that has been aggra-
vated by the increased competition for attractive off-network syndicated pro-
grams and by their growing cost.

The independent does not enjoy the comparatively high rates that affiliates
can charge advertisers for time in and around network programs. Further, the
independent often has to contend with a negative attitude on the part of time
buyers.

The challenge is difficult but not impossible. In large measure, independ-
ents’ achievements have been based on the wisdom of their program selection,
the imagination of their promotion efforts and, above all, on the effectiveness
of their program scheduling.

For the most part, the programming weapons of independents have been
movies, syndicated talk, off-network entertainment programs—especially sit-
uation comedies and action-drama series—syndicated or local children’s pro-
grams, and live sports. Many independents also carry specials and, occasion-
ally, programs rejected by affiliates.

Network promotion has aided Fox affiliates in positioning themselves,
while station promotion has enabled true independents to benefit from their
image as a source of alternative programming or as the station to watch for
movies or sports. However, positioning the independent is becoming more
difficult with the increase in both alternative and specialized program offer-
ings on cable and DBS.
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At the heart of the strategy of many independents is the realization that it
is unrealistic to try to beat affiliates in all time periods. Rather, they have
identified dayparts in which they can compete and have programmed
accordingly. Generally, the dayparts have been those in which all affiliates
seek similar audiences or in which parts of the available audience have been
unserved or underserved. Their strategy has been based chiefly on counter-
programming.

The success of their counter-programming points to one of the few pro-
gramming advantages enjoyed by true independent stations: flexibility in
scheduling. Affiliates are expected to carry most of the programming of their
networks. The network schedule also determines the amount and times of
locally programmed periods. The independent, on the other hand, is free to
develop its own schedule and to take advantage of the opportunities to attract
audiences whose interests are not being satisfied. Among the best opportuni-
ties for counter-programming on weekdays are the following:

Early Morning

While most affiliates are carrying adult-appeal network or local news-
magazine shows or local news programs, the independent can capture
children with syndicated cartoons or locally produced children’s programs. 

Afternoon

With affiliates of ABC, CBS, and NBC airing network soap operas, the
independent has taken advantage of the abundance of syndicated talk
programs to offer an alternative. Off-network situation comedies and
male-oriented action dramas also have proved effective options. As the
daypart progresses, cartoons and other child- and teenage-appeal content
is favored by many stations. WB affiliates receive young-adult program-
ming from the network during the last hour of the period. 

Early Fringe

The WB fills the first hour of the daypart for their affiliates with more
young-adult programs. Many stations move to a block of off-network situa-
tion comedies with appeal to both adults and children. The strategy also
serves as a counter to local news, which usually starts before the end of the
period, and as a bridge to the adult-appeal programming that follows. True
independents also look to situation comedies or counter with off-network
reality shows and hour-long dramas.

Early Evening

An excellent opportunity to counter-program with off-network entertain-
ment is offered during this traditional news block on affiliated stations.

Prime Access

The independent can benefit from audience flow in the 7:00 to 8:00 P.M.
period by airing additional entertainment. An alternative for true inde-
pendents would be to start a two-hour movie at 7:00 P.M. in an attempt to
attract adults and hold them during the first hour of network prime time.
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Late Fringe

During this period, most affiliates of the three original networks broadcast
local news. Independents are able to counter with adult-appeal entertain-
ment programs, such as situation comedies, action dramas, or movies.

Overnight

Entertainment of any kind geared toward adults provides an alternative to
news broadcasts on affiliates of the original networks. 

Most other periods do not offer significant advantages to independent sta-
tions, though effective counter-programming still is possible.

During the morning hours when affiliates are not receiving network pro-
grams, the independent is on an equal footing. Homemakers constitute a sig-
nificant part of the available audience and are the principal target of advertis-
ers. With their appeal to women in the 25 to 54 age group, movies could offer
strong competition to the affiliates’ offerings. Alternatives include syndicated
talk and off-network situation comedies and dramatic series with strong female
appeal. Similar programs may be the most effective way of competing against
the network soap operas before the return of children in midafternoon.

Prime time poses a difficult problem for the true independent. The net-
works’ lineup of entertainment programs attracts large audiences during this
period. Movies, off-network dramatic series, and specials offer the best oppor-
tunities to attract audiences. From 10:00 to 10:30 or 11:00 P.M., the independ-
ent can counter entertainment on the affiliates with local news.

In the late-night daypart, syndicated talk-variety, off-network situation
comedies and adventure dramas, or movies are effective competition against
network programming.

Weekends provide true independent stations with several opportunities to
counter-program. While affiliates are carrying network cartoons or other
child- or teen-appeal programs on Saturday mornings, the independent may
target adults and older teenagers with movies or sports, such as wrestling.
Syndicated popular music, adventure drama, and movies offer alternatives to
network sports during the afternoons.

As noted earlier, affiliate programming on Sunday mornings consists pri-
marily of religion, public affairs, and network news magazines and news inter-
views. The independent station can attract children with cartoons, and young
viewers and adults with situation comedies and adventure dramas. Movies are
another vehicle to bring adults to the set. Popular-music programs and movies
are among the most attractive alternatives to network sports on Sunday after-
noons, though some independents go head-to-head against affiliates with
regional or minor sports.
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PROGRAMMING AND THE STATION
REPRESENTATIVE

The traditional role of the station representative firm, or station rep, has been
to sell time on client stations to national spot advertisers. However, in the
increasingly competitive environment in which television stations operate,
reps have assumed an important role in local station programming. Today,
rep firms have departments that are experienced in advising stations on the
purchasing, scheduling, and promotion of programs.

The move is not surprising. After all, the more attractive the station’s pro-
gramming, the easier it is to sell time. Competitive programming requires
sound information and advice on which to base program purchase and sched-
uling decisions. The rep can provide such services.

The rep has access to a wealth of information that can be used to strength-
en the station’s position. Details of the current performance of network offer-
ings and network program plans, including specials, can provide the station
with useful insights for its own planning.

The rep knows which syndicated programs are available or are about to
become available. Additionally, the rep is privy to a wide range of information
on such programs, including the track records of those that have been broad-
cast, how they fared in other markets or geographic areas similar to that of the
client station, their strength against different kinds of competing programs
and among different demographics, and, with off-network programs, how they
performed when they were broadcast originally in the market. Using this and
other information, the rep can recommend desirable program purchases and
realistic purchase prices.

With a proposed new program, the challenge is more difficult. An impor-
tant consideration is whether it will actually make it to the air. The rep firm
programming department can evaluate the program’s prospects before the sta-
tion commits to it. If a commitment is made, the rep can suggest likely demo-
graphic appeal and possible time periods.

The rep programmer also has information on the availability of feature
film packages and the performance of individual films in movie theater and
network showings.

It has been emphasized that a station’s programming success derives not
only from individual programs, but the way in which they are assembled in a
schedule. Here, again, the rep’s expertise can be valuable.

Through a close study of the market and competing stations, the rep can
identify strengths and weaknesses in the station’s current schedule and pro-
pose appropriate changes. It is unlikely that the rep will recommend program
purchases in isolation. Generally, such purchases are proposed with an eye to
strengthening a daypart, not just a time period.

The rep firm can help the station decide on expanding or contracting the
amount of local news programming. For example, the station may be consid-
ering adding a half-hour to its early news, starting a Saturday morning news-
cast, or supplying a newscast to the local independent station. The rep can
analyze what has happened in other markets under similar circumstances and
can assist the station in making intelligent forecasts in its own market. To
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achieve the strongest possible lead-in for early news, the rep routinely aids the
station in programming the early-fringe time period.

PROGRAMMING FOR CHILDREN

Television stations have wide discretion in selecting the programs they broad-
cast. Children’s programming is a notable exception.

In accordance with the terms of the Children’s Television Act  (CTA) of
1990 and the FCC rules adopted under the act, commercial and noncom-
mercial licensees are required to serve the educational and informational
needs of children through their programming. Nonbroadcast efforts that
enhance the value of such programming, and efforts to produce or support
programming by another station in the market, also may contribute to meet-
ing the requirements. 

Children’s programming constitutes an important part of the licensing
process. To receive FCC staff-level approval of the CTA portion of its license
renewal application, a licensee must demonstrate that it has aired at least
three hours per week of core programming, averaged over a six-month peri-
od.17 The FCC characterizes such programming as that which meets the fol-
lowing criteria:

1. It has serving the educational and informational needs of children
ages 16 and under as a significant purpose; 

2. It is aired between the hours of 7:00 A.M. and 10:00 P.M.; 

3. It is a regularly scheduled weekly program;

4. It is at least 30 minutes in length; 

5. The educational and informational objective and the target child
audience are specified in writing in the licensee’s Children’s Television
Programming Report; and

6. Instructions for listing the program as educational/informational, includ-
ing an indication of the age group for which the program is intended, are
provided by the licensee to publishers of program guides.18

A station that airs “somewhat less” than an average of three hours per week of
such programming may still receive staff approval. However, it must show that
it has broadcast a package of programming that demonstrates a commitment
at least equivalent to airing three hours a week of core programming.

If a station fails to meet either the core or equivalent requirements, its
license renewal application is reviewed by the FCC. At that time, the licens-
ee has an opportunity to demonstrate attempts at compliance through non-
broadcast efforts and/or support for programming on another station.

FCC Form 398 (Figure 4.5) provides the means by which a commercial
station may document its efforts to satisfy the children’s programming
requirements. It asks for details of both core and noncore educational and
informational programming aired in the preceding calendar quarter, core
programming planned for airing in the next quarter, and core programming
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sponsored by the licensee and aired on any other station in the market. The
form must be filed quarterly with the FCC and a copy placed in the station’s
public inspection file. Noncommercial stations are exempt from filing the
form. However, they must meet the programming obligations. 

Television broadcasters also are required to alert parents and others to the
content of programs through use of a ratings system for all programs except
news and sports. That obligation is in response to a mandate in the
Telecommunications Act of 1996 and follows an FCC-approved agreement
adopted jointly by the National Association of Broadcasters (NAB), the
National Cable Television Association (NCTA), and the Motion Picture
Association of America (MPAA), and titled TV Parental Guidelines.

FIGURE 4.5 Children’s Television Programming Report (FCC 398).
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The guidelines apply to programs designed solely for children and to those
designed for the entire audience, including children. They consist of seven cat-
egories of programs, with additional content indicators for sexual situations,
violence, language, and dialogue (see Appendix A, “TV Parental Guidelines”). 

PROGRAMMING AND THE COMMUNITY

The Communications Act imposes on broadcasters the obligation to serve the
public interest, convenience, and necessity. Programming is the principal tool
used to satisfy that requirement.
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Entertainment dominates the programming of most commercial television
stations and music-format radio stations. Information is included in the
schedule of most stations and is the sole element for many radio stations.

Problems confronting the community of license must not be overlooked in
programming. Every three months, licensees must place in their public file a
quarterly list reflecting the station’s  “most significant programming treatment
of community issues.”

To help determine the issues of concern, the program manager and others
in managerial capacities must develop a personal involvement with the
community. Riding the bus to work and speaking with other passengers, and
talking with garage attendants, laborers on construction projects, and others

FIGURE 4.5 Continued.
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outside the broadcast workplace may result in some valuable insights.
Membership in service clubs and nonprofit organizations can be useful, too.

The public interest is served best, however, when the station demonstrates
a sincere commitment to community service. Many stations render off-air serv-
ice through participation in, and sponsorship of, selected events. Opportunities
through use of the station’s air time are numerous. They include the following:

Local Newscasts

Radio and television newscasts are important sources of information on
day-to-day events and activities in the community. Investigative reports and

FIGURE 4.5 Continued.
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series enable the station to bring to public attention questionable or illegal
practices by individuals or institutions, often with results that are beneficial
to the community.

Public Affairs Programs

Interview programs are the most common method of exploring communi-
ty issues in depth. On television, such programs often are criticized for
their reliance on “talking heads.” Radio stations find it difficult to engage
the sustained interest of listeners accustomed to almost continuous music.
Nevertheless, public affairs programs of this kind can be instructive and
allow the station to compensate for the brevity with which complex issues
usually are covered in newscasts.

Station Editorials

Editorials offer the station the opportunity to focus listener or viewer atten-
tion on community issues and problems and to play a leadership role in
effecting change.

Public Service Announcements (PSAs)

Most PSAs contain information about the activities of nonprofit groups. The
NAB reported that they accounted for more than $7 billion of the estimated
$9 billion plus in public service provided by broadcast stations in 2003.19

Radiothons and Telethons

Raising funds to support their activities is a constant challenge for most
nonprofit organizations. Many broadcast stations have become partners in
that endeavor by donating air time for radiothons or telethons or by mak-
ing time available at a modest cost.

Such methods of serving the public interest can go far toward stilling criti-
cisms that broadcast stations are merely vendors of entertainment. In addi-
tion, they can lead to improved ratings and increased business by enhancing
the station’s image in the community. 

Active participation in the community, and service to it, are valuable tools
for forestalling threats from citizen groups and fending off challenges to
license renewal. They also permit the station to show that it is living up to its
responsibility as a public trustee.

The discharge of that responsibility has become even more important in this
era of deregulation. Instead of dictating standards, the FCC has entrusted to lis-
teners and viewers the task of deciding the public’s interest. However, the FCC
retains its responsibility to ensure that broadcasters remain responsive to the
needs, interests, and tastes of their audiences.

WHAT’S AHEAD?

Broadcast programmers will have to respond to the realization that the nation
is growing older. The Census Bureau reported that, in 2004, the median age
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was 36, up from 33 in 1990 and 30 in 1980.20 And it will continue to increase
through 2035.

A dominant factor in this phenomenon is the almost 78 million babies
born between 1946 and 1964, the so-called “baby boom” generation. Today,
boomers account for about 28 percent of the population and about 48 percent
of families.21

The aging of the United States offers opportunities for radio and television
stations. To capitalize on the trend, they will have to be responsive to the
needs of older audiences and their unprecedented buying power with relevant
entertainment, news, and information content. However, the challenge may
be more difficult than it appears. Account executives will be faced with the
task of selling a greater number of persons aged 54+ to advertising agencies
enamored with the 18- to 49-year-old demographic.

Programming for another element of the population will find greater favor
with the advertising community: ethnics, especially Hispanics and Asians.
Their numbers are going up more rapidly than those of any other audience
segment. And their presence is not limited to certain markets. Indeed, in the
1990s, both groups registered increases in almost every state. Particularly
appealing to advertisers is their significant economic clout. No less impressive
is the fact that—with African Americans and other nonwhite ethnics—they
constitute almost half of the under-24-year-old population.22

Nonetheless, attracting and retaining those and other audiences will not be
easy for stations confronting fierce competition. The array of available enter-
tainment and information choices is rendering consumers much more selec-
tive in their choice of medium and allocation of time. Finding the content
that best suits their needs, and delivering it in a way that fits their lifestyle, will
be difficult challenges.

More and more audiophiles are being attracted to the commercial-free
music and other content of satellite radio. The number of subscribers to XM
Satellite Radio more than doubled in 2004, to more than three million. Sirius
Satellite Radio experienced a virtual quadrupling in its number, to over one
million.23 Even though satellite broadcasters’ penetration of the radio market
is relatively modest so far, it will continue to increase and to drain audience
from terrestrial stations. A logical weapon for local broadcasters—one that
their satellite competitors cannot match—is their localness, a characteristic
that they must employ to their advantage in the struggle for audience.

Television stations have been grappling with the problem of declining
audience shares for years. They, too, can benefit from identifying themselves
closely with their market. However, one of their best hopes of reversing the
flow of viewers to cable and DBS may lie in their utilization of their digital
channel allocation.

Initially, most stations were simply using their expanded bandwidth to
simulcast their analog feed. However, that was likely to change as the major
networks developed their news and weather broadband services for affiliates.
Additional impetus for multicasting was expected to result from station con-
templation of the appeal of other kinds of content, especially that with pay or
subscription potential.

Assistance may come from an unlikely quarter—telephone companies. Such
an alliance could lead to a dramatic transformation in stations’ traditional
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business model. A significant boost to a station–telephone company partner-
ship already has come from the chairman of Verizon, a telco striving to com-
pete with cable and DBS in the delivery of television programs. He told
broadcasters that his company would be willing to distribute stations’ multi-
cast channels over cellphones and its planned Fios TV service.24 The move
could permit broadcasters to profit from an income stream of which they
could only dream thus far—subscriber revenues.

Others with video distribution ambitions may also come knocking on TV
station doors. One, Crown Castle International, has announced plans for a
Digital Video Broadcasting-Handheld (DVB-H) service, capable of delivering
to cellphones at least eight television channels in a market. It offers an addi-
tional inducement to broadcasters: it would pay retransmission fees to stations
providing content.

Another emerging technology that could enhance broadcasters’ efforts to
reach on-the-go consumers—and generate new revenues—is the iPod.
Product sales have been brisk and have attracted the attention of both stations
and advertisers. The audio-only digital device is well suited to the delivery of
a range of radio station content. However, it may be attractive to TV stations,
too. Some already have been willing to surrender their distinguishing video
feature to offer “podcasts,” sound-only versions of their newscasts.

Other TV stations are launching customized online newscasts or 
re-running edited versions of newscasts online. That practice is expected to
grow.

These trends underline what is becoming a crucial programming goal: to
attain the widest possible distribution and to mine as many advertiser and con-
sumer dollars as possible.

SUMMARY

Radio and television station programming reaches virtually every household
in the United States. It is influenced by the interests of the audience, the
broadcaster, the advertiser, and the regulator.

Entertainment is the dominant program element both in radio and televi-
sion, with the exception of information-format radio stations. However, most
stations broadcast a variety of other programs.

Responsibility for a station’s programming rests with the program depart-
ment, headed by a program manager or program director. In a music-format
radio station, department staff generally includes a music director and
announcers. In a station with an information format, editors, producers, hosts,
anchors, reporters, writers, and desk assistants constitute the majority of the
staff. In many television stations, the program department comprises only of
a program director. The principal duties of the head of the program depart-
ment are to plan, acquire, execute, and control the station’s programming. To
carry out those duties effectively requires knowledge, administrative and pro-
fessional skills, and certain personal qualities.

The programming of most radio stations revolves around one principal
content element, called a format. Usually it is designed to appeal to a partic-
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ular subgroup of the population, identified by age, ethnicity, or socioeconom-
ic status. Music is the most common format. Other format categories are
information and specialty.

The major sources of radio station programs are the station itself, syndica-
tors who distribute both programs and entire music formats, and networks.

In developing a programming strategy, a radio station selects a format and
decides how to execute it. Consistency of sound is a major consideration, and
stations seek to attain it through use of a format wheel or clock. The wheel
identifies the combination of content elements in a one-hour period and the
sequence in which each element is aired. All-news stations broadcast their
content in cycles, with a period of time elapsing before each element is
repeated. Other important strategic considerations include dayparting,
playlist selection, music rotation, and the frequency and length of commer-
cial interruptions.

Television station programming is quite different from radio station pro-
gramming. In radio, a major goal is to identify a segment of the population
and broadcast to it throughout the day. In television, the programmer seeks to
attract and retain those persons who are available to view.

Network affiliates use three major program sources: the network, program
and feature film syndicators, and the station itself. Independent stations rely
on syndicators, station productions, and ad-hoc networks.

In acquiring and scheduling programs, the television station program
manager considers many factors. Chief among them are the programming of
competing stations, the potential audience, and the station’s program budget.
Attention is also paid to the possibility of building audience flow and habit.
The basic scheduling strategies are head-to-head, counter, strip, checker-
board, and block.

The three original networks—ABC, CBS, and NBC—fill a large part of
their affiliates’ schedules. Fox, The WB, and UPN provide considerably less
programming to their affiliates. Independent stations must program all time
periods themselves.

Despite the challenge, many independents have achieved profitability by
concentrating on dayparts in which they can compete effectively. Counter-
programming has played an important part in their success.

Many television stations seek program information from their rep com-
pany, which is aware of the availability and performance of all syndicated
programming. Additionally, the rep can offer advice on scheduling and pro-
moting programs.

Television stations are required to air programming that meets the educa-
tional and informational needs of children and to use a ratings system for all
content, except news and sports.

Programming is the chief method whereby stations carry out their obliga-
tion to serve the public interest. They are required to treat community issues
and can use their airtime in a variety of ways to demonstrate a commitment
to public service. Service also can be rendered by station involvement in com-
munity activities.

Increasingly, broadcast station programmers will have to respond to the
needs of audiences that are older and ethnically more diverse. One tool for
staving off the intense competition they face is their localness. Partnerships
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with telephone companies offer the promise of wider program distribution
and additional revenue streams for TV stations. 

CASE STUDY: RADIO

You are program director of an FM station with an oldies format in a medium
market in the Southwest.

The station adopted the format 15 years ago and has faced no format
competition. 

The total audience numbers have remained fairly consistent. Regularly,
you place among the top ten stations in the 20-station market among persons
aged 12+.

However, your audience has been aging. And that is having a negative
impact on your appeal to ad agencies, whose primary demo is persons aged 25
to 54.

That demo dropped from 71 percent of your audience in 1998 to 68 per-
cent in 2001. Today, it is down to just 60 percent and will continue to fall.
Simultaneously, your aged 55+ audience is increasing. It has gone from 21
percent in 1998 to 32 percent and will keep on growing.

General manager Dan Smith has called you to a meeting. General sales
manager Mary Reece also will attend. Dan is reacting to an inquiry from your
group’s regional manager, who is concerned about the decline in agency buys
on the station. Mary has a similar concern. The goal of the meeting is to
develop a plan of action.

Dan has concluded that there are three options: (1) change the format to
appeal to a younger demo already targeted by one or more stations in the mar-
ket; (2) adjust the current format to try to retain current listeners and attract
new listeners from a younger demo; (3) try to sell your older demos to agencies.

EXERCISES

1. What are the pros and cons of each of Dan’s options?

2. Are there additional options? If so, what are they?

3. How realistic is Dan’s third option? Explain.

CASE STUDY: TELEVISION

You are program director of a CBS affiliate in a top-100 market in the
Southeast. The market is also served by affiliates of ABC, Fox, NBC, The WB,
and PBS. There is no UPN affiliate. Comcast provides cable services.

Your general manager has just returned from a meeting of the company’s
board of directors. There, a decision was taken that all stations in the group—
including yours—must explore options of using their digital allocation for
multicast services.
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The board will be meeting again in four weeks. At that time, your general
manager will be required to submit a report and the station’s recommendations.
The GM has asked for your thoughts on the following questions.

EXERCISES

1. Are additional network programs a possibility? If so, which?

2. Could locally produced, advertiser-supported programs be part of the
mix? If so, describe them.

3. Are there possibilities for subscription or paid programming blocks? If
so, what are they?

4. Are there other services that could be offered? If so, which?

5. What are your recommendations? How do you support them?
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5

This chapter considers

• the functions of the sales department and the respon-
sibilities and attributes of its personnel

• the sale of time to local, regional, and national
advertisers

• research methods and the uses of research in sales

147
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A broadcast station serves two kinds of customers:

Audiences, which tune to a station to hear or view its programs and which
make no direct payment for the product (i.e., programs) they receive. As
we have seen, obtaining audiences is the responsibility of the program
department.

Advertisers, who gain access to those audiences with information on their
products and services by purchasing advertising time. Obtaining advertis-
ers is the responsibility of the sales department.

Broadcast advertisers fall into three categories:

Local: Those in the immediate geographical area of the station.

Regional: Those whose products or services are available in the area cov-
ered by the station.

National: Those whose products or services are available nationwide,
including the area covered by the station.

Time is sold to local and regional advertisers by members of the station’s sales
staff called account executives. Sales to national advertisers are carried out by
the station’s national sales manager or by its national sales representative,
known as the station representative (station rep) company.

The sales department is the principal generator of revenues for the station.
However, its ability to sell time is determined to a large degree by the program
department’s success in drawing audiences, especially those that advertisers
want to reach. Good programming attracts audiences, which in turn attract
advertisers and dollars. The greater the sales revenues, the better the program-
ming the station can provide. Together, therefore, the program department
and the sales department are important parts of a cycle that has a major
impact on the station’s financial strength.

THE SALES DEPARTMENT

The number of sales department employees of a particular station is influ-
enced largely by market size. Local competitive conditions also may be
influential. However, departments in markets of all sizes have similar
responsibilities.

FUNCTIONS

The major functions of the sales department are to

• sell time to advertisers

• provide vehicles whereby advertisers can reach targeted audiences with
their commercial messages at a competitive cost

• develop promotions for advertisers

• generate sufficient revenues to permit the station to operate competitively
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• produce a profit for the station’s owners

• contribute to the worth of the station by developing and maintaining a
strong base of advertiser support

ORGANIZATION

The staff and activities of the department are directed by a general sales man-
ager (GSM), who answers to the general manager and whose specific respon-
sibilities are described later. The following are the principal department staff:

NATIONAL SALES MANAGER

Coordinating the sale of time to national advertisers through the station
rep company and maintaining contacts with local offices of national
accounts are the chief responsibilities of the national sales manager, who
reports to the general sales manager. In many stations, the duties are car-
ried out by the general sales manager.

LOCAL SALES MANAGER

The local sales manager reports to the general sales manager and is respon-
sible for

• planning and administering local and regional sales
• directing and supervising account executives
• assigning actual or prospective clients to account executives
• establishing account executive sales quotas
• in some stations, carrying a list of clients

ACCOUNT EXECUTIVES

Account executives report to the local sales manager and

• seek out and develop new accounts
• service existing accounts
• prepare and make sales presentations
• in radio, often write and produce commercials

CO-OP COORDINATOR

Many manufacturers reimburse retailers for part of the cost of advertising
that promotes the manufacturer’s product. This arrangement is known as
cooperative, or co-op, advertising, and stations often employ a coordinator
to provide co-op data to account executives. However, the responsibilities
may be more extensive and may consist of

• identifying co-op opportunities
• working with retailers in the development of co-op campaigns using

advertising allowance credits, called accruals
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• handling the various elements of the campaign, such as copy and
production, and overseeing the campaign’s execution

• assisting retailers in filing for reimbursement of co-op expenditures
In many stations, the co-op coordinator’s job has evolved to include ven-
dor support programs. They will be discussed later in the chapter.

Once sales orders have been received and checked by the sales manager,
they are confirmed and processed. Those are among the responsibilities of the
traffic department, which often is a unit of the sales department. It is headed
by a traffic manager, who reports to the general sales manager. The traffic
department also

• prepares the daily program log detailing all content to be aired, includ-
ing commercials

• maintains and keeps current a list of availabilities, called avails—in
other words, time available for purchase by advertisers

• advises the sales department and the station rep company of avails

• schedules commercials and enters appropriate details on the program
log

• checks that commercials are aired as ordered and scheduled

• advises the general sales manager if commercials are not broadcast or
are not broadcast as scheduled, and coordinates the scheduling of make-
goods

Clients who do not use the services of an advertising agency often require the
station’s assistance in writing and producing commercials. The writing usual-
ly is assigned to copywriters in the continuity or creative services department,
which may be a unit of the sales or program department and which is headed
by a director. Commercial production is carried out by the production staff.

THE GENERAL SALES MANAGER

RESPONSIBILITIES

Like all managers, the general sales manager plans, organizes, influences, and
controls. The proportion of time spent on those and other functions varies. In
a large station, for example, the position may be chiefly administrative. In a
smaller station, the general sales manager may be a combination national and
local/regional sales manager and account executive. However, included in
the major responsibilities of most general sales managers are the following:

• Developing overall sales objectives and strategies. They are drawn up in
agreement with the station rep and national sales manager for national
sales, and with the local sales manager for local and regional sales.

• Selecting the station representative company, in consultation with the
general manager and the national sales manager.
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• Preparing and controlling the department’s budget, and coordinating
with the business department collections, the processing of delinquent
accounts, and credit checks on prospective clients.

• Developing the rate card and controlling the advertising inventory.

• Selecting, or approving the selection of, all departmental personnel and
arranging for their training, if necessary.

• Setting and enforcing sales policies, and reviewing all commercial copy,
recorded commercials, and sales contracts.

General sales managers engage in a variety of other duties, including the con-
duct of sales meetings, approval of account executive client lists, and the han-
dling of house accounts, or accounts that require no selling or servicing and
on which no commissions are paid. However, one of their most significant
activities is the establishment of sales quotas.

The importance of revenue and expense projections in the preparation of
the station’s annual budget was noted in Chapter 2, “Financial Management.”
As the major generator of revenues, the sales department plays a key role in
the station’s success. If its projections are unrealistic and fall short of expecta-
tions, cost-cutting measures will have to be introduced to keep the budget in
balance. Those measures might include the termination of personnel and the
modification or elimination of plans for equipment purchases, programming,
promotion, and other areas of station operation.

To try to avoid such an upheaval, most sales departments establish attainable
annual dollar targets. In many stations, account executives are asked to submit
their sales goals for each month of the next fiscal or calendar year, reflecting
adjustments for the number of weeks per month compared to the current year
and the proposed percentage increase. The GSM and the local sales manager
review them, determine their appropriateness, and make changes they deem
necessary. Finally, the sales managers meet with each account executive and,
together, the three agree on a final quota. In the meantime, the GSM consults
with the station rep to settle on targets for national sales.

When these steps have been completed, the GSM sends to the general
manager the department’s budget proposal listing projected revenues from
local, regional, and national sales and estimated expenses. It is analyzed with
the submissions from other departments, and adjustments are made to devel-
op a balanced budget. They may consist of a reduction in requested expendi-
tures, an increase in revenues, or both. If more revenues are called for, the
GSM considers the options with the local sales manager, account executives,
and the station rep, and higher goals are established by mutual agreement.

Monthly goals provide continuing, short-term targets. They may not
always be met. A delay in receipt of an order, a change in a client’s advertis-
ing schedule, or a temporary lull in the economy can play havoc with an
account executive’s expectations in a single month. Accordingly, much more
serious attention is paid to the attainment of quarterly goals.

If business remains sluggish over an extended period, the general sales man-
ager will contemplate steps to revive it. Rates may be lowered temporarily, for
example. Additional sales incentives may be introduced. One station offered
a ski trip to account executives who made calls on ten potential new clients
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in two weeks and completed at least one sale. All met the challenge and won
a trip, and the station wrote $10,000 in brand new business. Of course, if
these and other actions fail to produce the projected revenues, the only alter-
native will be a reduction in expenditures.

QUALITIES

To be effective, a GSM must possess many attributes. Chief among them are
knowledge, administrative and professional skills, and certain personal qualities.

Knowledge The general sales manager should have knowledge of

Station ownership and management: The objectives and plans of the sta-
tion’s owners and the general manager, and the role of the sales depart-
ment in accomplishing them.

The station and staff: The station’s strengths and weaknesses as an advertis-
ing medium, and the ways in which the sales function relates to the activ-
ities and functions of other departments; awareness of the motivations,
potential, and limitations of sales department employees, and of their
working relationship with staff in other departments.

The market and the competition: Population makeup, employment pat-
terns, cultural and recreational activities, and business climate and trends;
the sales activities and plans of competing stations and media, their suc-
cesses and failures.

Sales management: The responsibilities of sales management and ways of
discharging them. This includes familiarity with techniques, practices, and
trends in broadcast sales and advertising; methods of estimating revenues
and expenses, and of increasing revenues and controlling costs; methods,
sources, and uses of marketing, sales, and audience research; marketing
and sales techniques and practices, especially those used by retail stores
and service companies; and the business, sales, and advertising objectives
of clients and their past and present advertising practices.

Content and audiences: Types of formats, programs, and other content,
their demographic appeal, and audience listening or viewing habits.

Skills Knowledge will be translated into success only if the general sales
manager is able to combine it with both managerial and professional compe-
tence in 

• planning the department’s objectives and strategies, explaining and jus-
tifying them to the general manager, and coordinating their accomplish-
ment with staff and other departments

• organizing personnel and activities to attain stated objectives, and stim-
ulating and directing employees toward their attainment

• managing the advertising inventory—that is, balancing the number of
commercial units, availabilities, and cost-per-spot to maximize revenue
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• controlling the department’s activities by careful attention to budget,
personnel strengths and shortcomings, the achievements of competing
stations and media, and research findings, and by taking appropriate
actions

Personal Qualities Selling often is referred to as a “people” business.
For that reason, the GSM must be able to get along with people, both inside
and outside the station. An outgoing personality, combined with a coopera-
tive attitude and high ethical standards, are absolute necessities. But a friend-
ly exterior will not spell success in the absence of other qualities.

General sales managers are charged with generating the bulk of the sta-
tion’s revenues. Accordingly, they have to be 

• ambitious in striving for the accomplishment of objectives

• competitive in approaching their responsibilities and meeting the chal-
lenges posed by other stations and media

• persuasive in their dealings with clients, advertising agencies, and the
station rep 

Finally, they must be adaptable to changing business conditions, and cre-
ative in developing sales techniques and promotions and in motivating their
staff.

TIME SALES

Time is sold to advertisers by the second. The majority of sales in radio are 60-
second spot announcements, called spots. In television, the 30-second spot is
standard, and a limited number of 15- and 10-second spots are also available.
Many broadcast stations also sell blocks of time for the airing of programs.

THE RATE CARD

Traditionally, radio stations listed the cost of time on a published rate card.
The major factors in determining cost were the time of day at which the spots
were to run and the number of spots purchased, hence the name frequency
card.

In time, most stations moved to a grid card in which the principal determi-
nants are the supply of, and demand for, time. Grid cards are still used by
many radio stations. Increasingly, however, computerization has permitted
stations to introduce an electronic rate card. Using revenue goals and a variety
of other variables, such as supply and demand, daypart, traditional sellout
periods, and the flow of demand during the week, the station may select from
a number of software programs to develop its rate structure.

The electronic rate card in Figure 5.1 shows that the station sells time in
four dayparts and that the cost of a 60-second spot varies by daypart and day
of the week. Morning and afternoon drive times Monday through Friday are
in greatest demand and command the highest prices. Costs increase as the
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week progresses.  Although not included in the rate card, 30-second spots also
may be purchased. In addition, the station offers a Total Audience Plan (TAP),
whereby advertisers may obtain equal distribution of spots in the first three
dayparts or in all four. The station also offers a discount when an advertiser
buys an annual or long-term schedule. Stations are willing to give a price
break in return for a guarantee of future revenue.

The electronic rate card offers several advantages. It compels the sales
manager to pay continuing attention to inventory. As a result, inventory
should be easier to manage and the station should be able to generate maxi-
mum revenues by pricing available time to reflect current supply and
demand. At the same time, however, it reduces the account executive’s flexi-
bility because special rates cannot be offered. Clients also may conclude that
rates are negotiable because of their wide variation.

In addition to selling by daypart, most radio stations sell sponsorships in
certain programs (e.g., news, sports) and in daily features (e.g., business
report), with specific rates for each.

For the most part, television stations sell time in, and adjacent to, programs
and not by daypart. They have used grid cards for many years to adjust rates
in response to demand.

Figure 5.2 shows part of a grid rate card used by a television station that sells
at five levels. As an example of how the selling level is determined, assume that
demand for time in “Entertainment Tonight” is low. An advertiser may be able
to buy 30-second spots at level 5, or $100 each. However, if demand is high,
the advertiser may have to pay $450 at level 1. 

Note the following:

• Local news is in high demand and is priced accordingly.

• Prices of other programs rise and fall as audience size increases and
decreases.

• The same rates are set for the one-hour game show block, the two-hour
afternoon soap opera block, and the one-hour evening magazine block,
without regard to the program in which the spot appears. 
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M Tu W Th F Sat Sun

6:00 A.M.. – 10:00 A.M. 85 85 90 90 95 25 10

10:00 A.M. – 3:00 P.M. 55 55 60 60 65 50 30

3:00 P.M. – 7:00 P.M. 60 60 65 70 70 50 35

7:00 P.M. – 12:00 A.M. 15 15 20 20 25 20 10

FIGURE 5.1 Radio station electronic rate card.
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• Only the cost of 30-second spots is included on the card. However, other
lengths are sold: 60-second spots at double the 30-second rate, and 15-
and 10-second spots at 75 percent and 50 percent of the 30-second rate,
respectively.

The station offers a discount to advertisers in its unsold inventory program. If
time is not sold, the station is authorized to air participating advertisers’ spots
up to a maximum monthly dollar amount.

The rate card in Figure 5.2 reflects costs in regularly scheduled, Monday
through Friday programs on a network-affiliated station. Costs vary accord-
ing to audience size for network prime-time programs. They vary, too, for
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Monday to Friday

30 Seconds

1 2 3 4 5

A.M.

4:30–5:00 Early Today 50 40 30 20 10

5:00–5:30 Action News at 5:00 70 60 50 40 30

5:30–6:00 Action News at 5:30 150 125 100 80 60

6:00–7:00 Action News Today 300 250 200 175 150

7:00–9:00 Today Show 250 200 175 150 100

9:00–10:00 Today Show 125 100 80 70 60

10:00–11:00 Ellen 80 70 60 50 40

11:00–12:00 Starting Over 50 40 30 20 10

P.M.

12:00–12:30 Hollywood Squares 50 40 30 20 10

12:30–1:00 Family Feud 50 40 30 20 10

1:00–2:00 Days of Our Lives 125 100 80 70 60

2:00–3:00 Passions 125 100 80 70 60

3:00–4:00 Dr. Phil 175 150 100 80 60

4:00–5:00 Montel Williams 100 70 60 50 40

5:00–5:30 Action News at 5:00 300 250 200 175 125

5:30–6:00 Action News at 5:30 325 300 250 200 150

6:00–6:30 Action News at 6:00 700 600 450 400 250

7:00–7:30 Entertainment Tonight 450 400 350 200 100

7:30–8:00 Inside Edition 450 400 350 200 100

11:00–11:35 Action News Tonight 500 450 400 350 200

FIGURE 5.2 Excerpt from television station grid rate card.
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weekend network sports programs, specials, and movies, and are influenced
by the anticipated appeal of each to the station’s audience. Special rates are
used for news updates, which usually include a 10-second spot and an open
billboard announcing sponsorship.

Even though a rate card lists the costs of time, cash does not always change
hands every time an advertiser obtains time on a broadcast station. Many sta-
tions exchange time for merchandise or services in a transaction known vari-
ously as a trade, tradeout, or barter. For example, advertisers may provide the
station with travel, food, or furniture for its own use or as contest prizes, in
return for advertising time with an equivalent cost. Some stations use trades
to persuade hesitant businesses to advertise, and hope that they will be able to
convert to a cash sale later. Merchandise or services instead of cash are accept-
ed by many stations to settle delinquent accounts.

Barter programming also is used to acquire time. As noted in Chapter 4,
“Broadcast Programming,” it permits a syndicator to obtain time, at no cost,
for sale to national advertisers in return for supplying programs to the station
without charge.

Cooperative, or co-op, advertising was mentioned earlier in this chapter. It
allows a retailer to enjoy the benefits of advertising at less than rate card
prices. In a co-op deal, the retailer receives from the manufacturer reimburse-
ment for part or all of the cost of advertising that features the manufacturer’s
product. The percentage of reimbursement usually is tied to the value of the
retailer’s product purchase and carries a dollar limit. For instance, a hardware
store may buy $20,000 worth of lawnmowers and qualify for 50 percent reim-
bursement to a maximum of $2,000.

Vendor support programs enable a retailer to obtain manufacturer (ven-
dor) dollars to cover the advertising costs. In a direct vendor program, the
retailer develops a proposal (often in cooperation with a station account
executive) to promote the sale of a product, and presents it to the vendor or
product distributor for financial support. For example, a grocery store may
plan to highlight a product in an in-store promotion. It may propose a sched-
ule of radio commercials that would advertise both the product and the store.
In a reverse vendor program, the vendor approaches the retailer with funding
to support a promotion. Monies provided under a vendor program are not
subject to the kinds of product purchase requirements that apply to co-op,
and represent another method whereby a retailer may acquire time without
paying rate card prices.

Another method is through per-inquiry advertising, whereby an advertiser
pays on the basis of the number of responses generated by the advertising. The
practice is not widespread, but it is used by some stations, especially with
mail-order companies that pay the station a percentage of money received on
sales of the advertised product.

Per-inquiry advertising is frowned on by most stations. So, too, is rate cut-
ting, often called “selling below the card” or “selling off the card.” Most stations
express verbal opposition to cutting rates but many engage in it, especially
when business is bad or when an advertiser threatens to make the buy on a
competing station unless the rate is reduced.

Some stations disguise rate cutting by awarding advertisers bonus spots, also
called spins. No charge is made for them since they are given as a considera-
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tion for buying other spots. The effect is that the advertiser receives time for
less than the price quoted on the rate card.

Even though rate cutting may lead to a short-term spurt in sales for the sta-
tion, it can result in a price war and create instability in the market. It conditions
advertisers to believe that prices are negotiable and brings into question the
value of commercial time on all stations. Ultimately, of course, it may be self-
defeating, since stations have a limited amount of time to sell, and an increase
in sales at less than the rate card price may not produce an increase in revenues.

SALES POLICIES

Time is a perishable commodity. Once it has passed, it cannot be sold to an
advertiser. This fact imposes on the sales department an obligation to manage
its commercial inventory in such a way that it produces the maximum possi-
ble financial return.

As a first step, the department must ensure that the rate card is realistic,
based on considerations such as the size or characteristics of the audience,
market size, and competitive conditions. But inventory management also
requires the development of sales policies that will make time available and
attractive to advertisers, and that will not result in audience tune-out.

Most stations have policies on the following:

Amounts of Time that May Be Purchased

As noted earlier, radio stations sell mostly commercial units of  60 seconds.
Thirty-second units are the norm in television. Longer periods of time usu-
ally may be bought in both media for the broadcast of entire programs.

Number of Commercial Breaks per Hour

Most stations limit the number of breaks (called stop sets in radio) for com-
mercials and other nonprogram material to reduce the possibility of alien-
ating the audience with frequent interruptions in programming.

Number of Commercials per Break

Stations that have only a few breaks per hour may have to air several minutes
of commercials in each to meet revenue needs. Infrequent breaks may
please the audience but upset the advertiser, whose commercial may
become lost in a succession of announcements, a situation known as clutter.

Number of Commercial Minutes per Hour

Again, the goal is to schedule enough commercials to satisfy revenue
demands, but not so many as to drive away audiences, especially to com-
peting stations. Many stations continue to adhere to the standards of the
now-discontinued radio and television codes of the National Association of
Broadcasters (NAB). Under the Radio Code, stations agreed not to broad-
cast more than 18 minutes of commercials per hour. The Television Code
limited network-affiliated stations to not more than 9 minutes and 30 sec-
onds of commercials and other nonprogram material (e.g., promotional

Broadcast Sales

157

ch005_Pringle.qxd  2/17/06  8:49 PM  Page 157



announcements) in prime time, and 16 minutes at other times. For inde-
pendent stations, the limits were 14 and 16 minutes, respectively.

Rate Protection

Most stations guarantee advertisers that the price in effect at the time a
sales contract is signed will not change for a specific length of time, even
if rates are increased in the meantime.

Product Protection

Advertisers prefer that commercials for competing products or services not
be aired adjacent to, or in the same breaks, as theirs. A product protection
policy guarantees that a certain time will elapse before such spots are
broadcast. In practice, this has become a difficult policy for successful sta-
tions to implement. The demand for categories such as automotive, furni-
ture, and fast food often exceeds the TV station’s available spot inventory,
especially in news and prime-time programs. As a result, many stations no
longer guarantee protection. Radio stations often establish protection pri-
orities: (1) one-hour separation, if possible; (2) top and bottom of the hour
separation; (3) stop set separation; (4) first and last spot in a stop set.
Stations that do guarantee protection may allow advertisers a choice of a
rebate, credit, or make-good if spots for competitors run back-to-back for
some reason.

Product Acceptance

A policy that states the categories of products or services for which the sta-
tion will not accept advertising.

Continuity Acceptance

The wording and/or visuals of commercials must meet standards deter-
mined by the station.

Make-Goods

When a spot does not run or is aired improperly, the station offers the
advertiser a make-good, or another time for the commercial.

Additional Costs

A policy on costs the advertiser will incur beyond the purchase of time.
Many radio stations include production and talent costs in the rate card
price. However, such costs may be added to the purchase price if the com-
mercials are sent for broadcast on other stations.

With two exceptions, a station creates sales policies that are consistent with its
revenue objectives and its perception of responsible operation. The first
exception grows out of the Children’s Television Act of 1990, which directed
the Federal Communications Commission (FCC) to adopt rules limiting the
amount of commercial matter that television stations may air during chil-
dren’s programming. As a result, the commission approved a restriction on
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commercial time in programs directed toward viewers 12 and under to 10.5
minutes per hour on weekends and 12 minutes per hour on weekdays. At the
same time, it reaffirmed its long-standing prohibition on “program-length
commercials” (i.e., programs associated with a product and within which a
commercial for the product is broadcast), and on “host selling,” or the use of
program talent to advertise products.

The second exception applies to both radio and television stations and
deals with the sale of time to candidates for public office. The following poli-
cies apply.

Access Section 312 of the Communications Act of 1934
As amended, Section 312 gives the FCC the right to revoke a broadcast sta-
tion’s license “for willful or repeated failure to allow reasonable access to or
to permit purchase of reasonable amounts of time for the use of a broadcast-
ing station by a legally qualified candidate for Federal elective office on behalf
of his candidacy.”

Federal candidates are the only ones to whom a station must grant access
or sell time. However, if time is sold to a candidate for any elective office,
Section 315(a) of the Communications Act applies:

If any licensee shall permit any person who is a legally qualified candidate for
any public office to use a broadcasting station, he shall afford equal opportuni-
ties to all other such candidates for that office in the use of such broadcasting
station: Provided, that such licensee shall have no power of censorship over the
material broadcast under the provision of this section.

Charges Section 73.1942(a) of the FCC’s Rules and
Regulations This section stipulates the prices that the station may charge
political candidates:

The charges, if any, made for the use of any broadcasting station by any person
who is a legally qualified candidate for any public office in connection with his
or her campaign for nomination for election, or election, to such office shall not
exceed: (1) During the 45 days preceding the date of a primary or primary
runoff election and during the 60 days preceding the date of a general or spe-
cial election in which such person is a candidate, the lowest unit charge of the
station for the same class and amount of time for the same period. (i) A candi-
date shall be charged no more per unit than the station charges its most favored
commercial advertisers for the same classes and amounts of time for the same
periods. Any station practices offered to commercial advertisers that enhance
the value of advertising spots must be disclosed and made available to candi-
dates on equal terms. Such practices include but are not limited to any discount
privileges that affect the value of advertising, such as bonus spots, time-sensitive
make goods, preemption priorities, or any other factors that enhance the value
of the announcement. . . . (2) At any time other than the respective periods set
forth in paragraph (a) (1) of this section, stations may charge legally qualified
candidates for public office no more than the charges made for comparable use
of the station by commercial advertisers. The rates, if any, charged all such can-
didates for the same office shall be uniform and shall not be rebated by any
means, direct or indirect. A candidate shall be charged no more than the rate
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the station would charge for comparable commercial advertising. All discount
privileges otherwise offered by a station to commercial advertisers must be dis-
closed and made available upon equal terms to all candidates for public office.

Discrimination Section 73.1941(e) This section provides that

In making time available to candidates for public office, no licensee shall make
any discrimination between candidates in practices, regulations, facilities, or
services for or in connection with the service rendered pursuant to this part, or
make or give any preference to any candidate for public office or subject any
such candidate to any prejudice or disadvantage; nor shall any licensee make
any contract or other agreement which shall have the effect of permitting any
legally qualified candidate for any public office to broadcast to the exclusion of
other legally qualified candidates for the same public office.

Records Section 73.1943 This section requires stations to maintain
and make available for public inspection certain political records:

(a) Every licensee shall keep and permit public inspection of a complete and
orderly record (political file) of all requests for broadcast time made by or on
behalf of a candidate for public office, together with an appropriate notation
showing the disposition made by the licensee of such requests, and the charges
made, if any, if the request is granted. The “disposition” includes the schedule
of time purchased, when spots actually aired, the rates charged, and the classes
of time purchased. (b) When free time is provided for use by or on behalf of
candidates, a record of the free time provided shall be placed in the political
file. All records required by this paragraph shall be placed in the political file as
soon as possible and shall be retained for a period of two years. As soon as pos-
sible means immediately absent unusual circumstances.

Time Requests The candidate is responsible for requesting equal
opportunities:

A request for equal opportunities must be submitted to the licensee within 1
week of the day on which the first prior use giving rise to the right of equal
opportunities occurred: Provided, however, That where the person was not a
candidate at the time of such first prior use, he or she shall submit his or her
request within 1 week of the first subsequent use after he or she has become a
legally qualified candidate for the office in question.1

Proof Additionally, proving that the equal opportunities provision applies
rests with the candidate:

A candidate requesting equal opportunities of the licensee or complaining of
noncompliance to the Commission shall have the burden of proving that he or
she and his or her opponent are legally qualified candidates for the same pub-
lic office.2
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LOCAL AND REGIONAL SALES: THE ACCOUNT EXECUTIVE

As indicated earlier, local and regional sales are the responsibility of staff
members known as account executives.

Hiring Success in attaining sales objectives is tied closely to the station’s
ability to attract and select persons with the appropriate background and per-
sonal attributes. If they are selected wisely, the station will reap significant
financial returns; if not, the station will face constant turnover, resulting in
lost sales, disruptions in relationships with clients, and the time, effort, and
expense of finding and training replacements.

SOURCES Many people are attracted to careers in broadcasting because
of the glamour that accompanies work as a disc jockey or television news
anchor, or the opportunity for creative expression through writing or produc-
tion. Relatively few show an initial interest in sales, despite the fact that it offers
better financial prospects and an avenue for advancement to top management.

In their search for account executives, stations turn to various sources:

Other stations: Persons working as account executives in other stations in
the market bring with them familiarity with broadcast sales, local clients,
and the community. Those hired from outside the market are familiar with
the first, but have to develop relationships with clients and an awareness of
the community.

Other media: Newspapers, outdoor, transit, and other advertising media
provide a source of employees with knowledge of sales and advertising and
an understanding of the methods, strengths, and shortcomings of the medi-
um in which they have been employed.

Advertising agencies: Awareness of agency practices, clients, and the rela-
tive advantages and disadvantages of different media are among the quali-
ties offered by advertising agency account executives and media buyers.

College or university graduates: Broadcasting or communication graduates
bring to the position some knowledge of media theory and practices.
Business graduates may be equipped similarly in sales and marketing. The
best prospects are those who have included in their academic program an
internship, or who have gained practical experience through part-time
work.

Other: Other sources include persons currently working in the station,
especially in sales, traffic, continuity or creative services, or production.
They are familiar with the station and its personnel, and should under-
stand the role and responsibilities of the account executive. Persons with a
successful background in selling, especially in the sale of intangibles, also
may have the experience and potential to succeed.

QUALIFICATIONS Probably the best predictor of success as an
account executive is a record of accomplishment in broadcast sales. However,
in selecting among all candidates, the station should consider knowledge,
skills, and personal qualities.
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KNOWLEDGE Applicants for account executive positions should have, or
show the ability to develop, knowledge of

Broadcast and other media: their operations, personnel, and relative
strengths and weaknesses as advertising vehicles.

The station and its competitors: programming, personalities, coverage, and
the characteristics of audiences for different formats or programs.

The market: employment, work hours, households, retail sales, consumer
spendable income, buying habits, and the listening or viewing population.

Sales and marketing: techniques and practices, and the categories, sales
cycles, and special sales periods of retailers.

Research: terminology, and the uses of research in sales.

SKILLS The account executive should have the ability or potential to set
and attain objectives, plan and manage time, communicate effectively, keep
accurate records, and relate to people and their problems. On a daily basis,
skills in preparing and delivering sales presentations, selling and servicing
accounts, and interpreting and using research are required.

PERSONAL QUALITIES Ambition, initiative, and energy are prerequisites
for anyone seeking success in sales. Persistence, persuasiveness, imagination,
integrity, and professionalism in behavior and dress are equally necessary for
the broadcast account executive.

Training Stations recognize that new employees with little or no experi-
ence will be productive only if they understand what is expected of them and
are equipped with the knowledge and skills to function effectively. To accom-
plish those goals, the Television Bureau of Advertising (TVB) partners with
The Center for Online Learning in a self-administered and self-paced sales
training course over the Internet. The Radio Advertising Bureau (RAB) pro-
vides a variety of training opportunities for radio sales personnel. Many sta-
tions prefer to organize customized training programs to introduce new
account executives to their responsibilities and to the information and tech-
niques they will be required to master to achieve success in the market.

Typically, a program includes details of the station’s expectations on the
number of contacts and sales presentations, and the amount of business that
should be accomplished within a certain period of time. It introduces the
employee to the medium, and to the station and its personnel, particularly
those departments and people whose work affects, or is affected by, the sales
department.

For example, the new account executive should become familiar as soon
as possible with the station’s format or programming, and with traffic, conti-
nuity or creative services, and production personnel and practices. Methods
of prospecting or finding new business, preparing and presenting sales propos-
als, processing orders, maintaining records, and compiling activity reports
should also be covered.

Figure 5.3 contains an example of a two-week training program for radio
station account executives. In addition to the activities listed, trainees are
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Day Activities

1. Tour of station and introduction to staff

Role of the salesperson

The radio medium

Advertising on radio

Presentation by the news director, program director, and a disc jockey

Rate cards

2. Attend sales meeting

Audience research: how to read, understand, and use as a sales tool

Exercise in the use of research

Conducting research on clients and prospects

3. Interpersonal relations: dealing with clients and prospects

Role-playing exercises on interpersonal relations

Prospecting

Making the appointment

4. Selling techniques

Written sales proposals

Sales presentations

Time management

Co-op advertising: opportunities and pitfalls

Processing orders

Availabilities

Make-goods

5. Competitive media: strengths and weaknesses

Radio positioning proposals

Attempt to schedule three appointments for days 7–9

6. Follow-up appointments

Collections

Presentations by traffic manager, continuity director, sales secretary

Sales promotions

7. Appointments or introductions to clients

Review of appointments or introductions

8. Appointments

Introduction to clients

Ride with another account executive

9. Prospecting/appointments for following week

Appointments

Introductions to clients

Ride with another account executive

10. Deliver sample sales presentation to general and local sales managers

Presentation review

Review of training program

Appointments for following week

Introduction to clients

FIGURE 5.3 Training program for radio station account executives.

ch005_Pringle.qxd  2/17/06  8:49 PM  Page 163



required to complete daily readings, listen to audio tapes, view videotapes and
slide-tape presentations, and spend part of each day observing the work of the
sales department.

New employees with previous broadcast sales experience may not be
required to participate in all training activities. However, they should attend
those that permit them to become familiar with the station and its personnel
and with the department’s sales policies and practices.

Training does not end with an initial program of the kind outlined in Figure
5.3. It should be a continuing requirement for new and existing account exec-
utives so that they may enhance their knowledge, stay abreast of new sales tech-
niques and strategies, and seek additional means of revenue enhancement.

One method employed by many stations is the generation of revenue
beyond the sale of airtime. It is termed non-traditional revenue (NTR). RAB
reported in 2004 that more than 60 percent of station survey respondents said
they include the topic in their training. Topping the list of NTR activities in
which stations engaged were event marketing, cause-related marketing, and
the Internet.3 One station organizes a sports and leisure show in a mall and
derives revenue from the sale of booth space to event exhibitors. A station
might identify financial support of the public schools as its cause and promote
the sale of books containing discount coupons for use at restaurants, stores,
and entertainment and cultural venues. To generate revenue, the station
might sell mentions of participating companies in its on-air promotions. The
sale of classified advertising on the station’s Web site is an example of a way
in which an increasing number of stations are using the Internet as a source
of non-traditional revenue.

Sales Tools The most important tool of the account executive is knowl-
edge that will permit the creation of a sales proposal geared to the interests
and needs of each client or prospect. Knowledge of the market, the station,
and the client are of particular importance.

MARKET DATA The account executive should be familiar with the
people and business activity of the market, including the size and composi-
tion of the population, median income and purchasing power, and retail sales
and buying patterns. Knowledge of the workforce and working hours, and of
cultural and recreational pursuits, also should be part of the account execu-
tive’s database.

STATION DATA To show how the station can assist the client or
prospect in attaining objectives, the account executive should have knowl-
edge of the station’s

• audience, especially those characteristics that are important to the
advertiser and how they compare to the characteristics of audiences for
competing stations or programs

• format or programs, and their appeal to the advertiser’s actual or poten-
tial customers

• commercial policies, particularly those that will afford the advertiser dis-
tinctive, uncluttered access to the audience
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• availabilities, to show how the prospect can gain access to targeted
customers

• rate card, to present a package that meets the advertiser’s objectives at an
acceptable cost

Other data that may be helpful in making a sale include the success achieved
by advertisers currently using the station, awards won by the station and its
employees, and the quality of staff and the facilities available to produce com-
mercial messages.

CLIENT DATA One of the most frequent objections by advertisers is
that account executives do not know the advertiser’s business. Some stations
try to alleviate that problem by inviting current advertisers to station sales
meetings to educate the sales staff. However, in compiling a tailor-made pro-
posal, the account executive must understand the particular needs of each
client or prospect.

To do that effectively calls for detailed knowledge of the company, its prod-
ucts or services, its customers, and its competitors. Familiarity with the com-
pany’s objectives, current advertising practices, and advertising budget also is
required.

The process whereby an account executive obtains such information is
known as a client needs analysis. RAB has developed a series of questions to
complete the analysis and they are reproduced in Figure 5.4. Answers to the
questions should permit the account executive to develop a profile of the busi-
ness and to prepare a sales proposal that will be responsive to the prospect’s
needs.

Knowledge of the market, station, and prospective client may not be suffi-
cient for prospects who have not engaged in paid advertising in the past. They
may have to be convinced of the value of advertising and, for that reason, the
account executive should be familiar with the benefits that advertising brings.
RAB’s list of ten reasons to advertise (Figure 5.5) provides useful information
to meet such a challenge.

Prospects who have not used radio or television previously may have to be
persuaded of the medium’s advantages as an advertising vehicle. The radio
account executive may cite some of that medium’s strengths:

• it reaches virtually every U.S. consumer

• it accompanies customers and prospective customers wherever they go
and whatever they are doing

• it offers desired targetability through a wide range of format and pro-
gramming options

• it reaches the big spenders

• it allows advertisers to achieve the message frequency necessary to stand
out from the competition

• it is the only truly portable, mobile medium

• it reaches customers and prospective customers right up to the time of
purchase
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• it mixes well with other media, and takes up where those media fall short

The television account executive may point to that medium’s

• persuasiveness, growing out of its combination of sight, sound, motion,
and color

• reputation as the most memorable, credible, exciting, and influential
advertising medium
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FIGURE 5.4 RAB sample client needs analysis questions. (© Radio Advertising
Bureau. Used with permission.)

RAB Sample Client Needs Analysis Questions

Company:
1. How long have you been in this business?
2. How did you get started?
3. If relatively new, what did you do prior to this?
4. What’s most enjoyable about being in this business?
5. What’s least enjoyable about being in this business?

Products/Services:
1. Do you consider your products to be average quality? High-end? Low-end?
2. What are your best sellers? Worst sellers?
3. Anything you consider your specialty?
4. Anything you like to feature (maybe because of higher profit margin)?

Customers:
1. Who are your current customers?

a. %Male? % Female?
b. Average age?
c. Average income?
d. Typical profession
e. Typical level of education

2. Who would you like them to be?
a. %Male? % Female?
b. Average age?
c. Average income?
d. Typical profession
e. Typical level of education

3. Has your client based changed in the last year?
a. If so, why?
b. Was this a good change? Why or why not?

4. Do you anticipate any changes in your business that would affect your current customer
profile?

5. From how far away do your customers typically come to shop? Are you satisfied with this?
6. What is the average amount a typical customer spends each time they shop your store?
7. How much is a customer worth? (Amount they spend + number of referrals).
8. How would a typical customer describe the experience of shopping at your store?
9. What is the single largest misconception non-customers have about shopping with you?

Competition:
1. Who are your biggest competitors?

For each competitor:
2. Why do people shop there?
3. What are their primary competitive advantages?
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• capacity to involve viewers emotionally

• ability to demonstrate products and plant in viewers’ minds images of
product packaging, uses, and benefits

• broad demographic appeal and ability to reach all demographics

• large daily audiences

• wide geographic coverage

• record of bestowing prestige on advertisers and products
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FIGURE 5.4 Continued.

4. What do they offer customers that you can’t or won’t?
5. Why do customers come to you?
6. What do you offer that your competitors can’t/won’t?
7. What is your single greatest competitive advantage?
8. What is your single greatest competitive disadvantage?
9. Do you anticipate any changes competitively? (New competition/old going out of

business/new product lines, etc.)

Objectives:
1. Is your business experiencing the kind of growth you need/want? If not, why?
2. Do you have a positioning statement?
3. What do you feel is your unique selling position?
4. What is your primary business image: low price, large inventory, service, etc.?
5. What would you want your overall image to be, if different from above?
6. Do you feel there are any misconceptions about you/your business that you would like to

address?
7. Could you describe your single biggest sales and marketing challenge?
8. How are you actively addressing this challenge?
9. How would you like to see your business change over the next 12 months?

Advertising:
1. What media do you currently use?
2. Which do you use most often?

For each medium:
3. How often do you typically use this medium?  Details?
4. What do you like best about this medium?
5. What do you like least about this medium?
6. What would you change about this medium?
7. What is your typical average monthly investment in this medium? What percent of your

monthly advertising budget does this represent?
8. Do you utilize co-op? Details?
9. Are you taking advantage of discretionary vendor support? Details?

10. Dates and names of all major sales events
11. Two strongest sales events? Why are they the most successful?

Wrap-up:
1. Are there any other areas we should discuss before I begin to prepare some detailed analysis

and recommendations based on today’s meeting?
2. As I am collecting research on your industry over the next few days, are there any areas of

special interest to you that I should research as well?
3. Are there any other individuals involved in making marketing and advertising decisions?
4. Do you have an advertising agency?
5. I’ll have research and recommendations ready for your review on (date). Can we meet at

(time) to discuss my findings?
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Many stations include relevant market and station data in a sales kit, a vari-
ety of materials usually contained in an attractive folder and designed to
demonstrate the station’s ability to generate traffic for the prospect. The kit
might consist of details of the market’s population, the size and characteristics
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FIGURE 5.5 RAB’s ten reasons to advertise. (© Radio Advertising Bureau. Used
with permission.)
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of the audience, personality profiles, a coverage map, cost and effectiveness
comparisons with other media, and reprints of newspaper or magazine articles
about the station and of the station’s trade and consumer advertising.

The Sales Proposal In the past, account executives relied heavily on
the sales kit to obtain an order. They expected that an impressive array of
information about the station would be sufficiently persuasive. What they
failed to realize is that advertisers are interested in the station only when they
understand how it can help further their business.

Today, sales managers demand written, custom sales proposals. Instead of
an all-purpose collection of materials, account executives are required to
develop a personalized proposal that addresses the special needs of each poten-
tial client. The proposal includes frequent references to the prospect, and the
material is organized for easy understanding. It is brief and to the point.

For example, a radio station’s proposal to an above-ground pool retailer
that does not advertise on radio might begin with a list of campaign objec-
tives: for example, position the store as the best in the market and pool own-
ership as simple, economical, and fun; and identify the targets as families
with children, living in outlying areas. That might be followed by a descrip-
tion of campaign strategy: a heavy schedule of commercials to make the
message inescapable; a repetition of the themes of speed and ease of instal-
lation, simplicity of maintenance, and low monthly payments. A statement
about radio’s ability to reach families throughout the day and to do so at a
lower cost than competing media might be followed by details of the target
audience (adults aged 25 to 54) that listen to the station in outlying and
rural areas where above-ground pools are very popular. Finally, the cam-
paign objectives are repeated and a specific advertising schedule is present-
ed, showing the number of spots proposed, when they would air, and the
weekly cost.

Note that the proposal includes a recommended advertising schedule.
Merely to sell time would bring the account executive a commission, but
might not produce increased business for the advertiser and could make it dif-
ficult or impossible to obtain a subsequent order.

The most widely accepted measures of a schedule’s effectiveness are reach
and frequency. Reach refers to the number of different homes or persons tar-
geted by the advertiser who see or hear the commercial. Frequency is the
number of times the targeted homes or persons are exposed to it.

Both goals may be accomplished through a saturation schedule, a heavy
load of commercials aired in time periods when the targeted homes or per-
sons are tuned in. In contrast, a spectrum plan exposes different people to the
commercial, but only occasionally. It involves the purchase of a moderate
number of spots distributed throughout the day.

A spot schedule is a series of commercials aired in only one or two periods
of the day, and is aimed at reaching the target audience that is most available
during those periods. It is used to reach a large number of people in a partic-
ular demographic category.

A rotation plan gives an advertiser exposure to a similar or different audi-
ence over a period of time. With horizontal rotation, the commercials are
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broadcast at or about the same time daily. Vertical rotation places the com-
mercials throughout the day.

Advertisers who want to stretch their campaign may buy time on an “on-
and-off” basis. In other words, they may run a succession of two-week sched-
ules with a one-week interruption between them. Some account executives
refer to this practice as a blinking schedule.

The Sales Call Account executives handle two kinds of accounts:

Direct: The account executive deals directly with the advertiser, obtaining
the order and receiving the copy and/or spot or arranging for the commer-
cial to be written and/or produced by the station. The station bills the
advertiser.

Agency: An advertising agency writes and/or produces (or arranges for the
production of) the client’s commercial and buys time from the account
executive on the client’s behalf. The station bills the agency, which receives
a commission of 15 percent on the dollar amount of time purchased.

Many new account executives have to prove they can develop new business
and have a clear understanding of the sales process and client service before
they are assigned to an active account. Once they have provided proof, they
join other account executives in working on an exclusive list of accounts. 

The most equitable method of compiling the list is to assign a variety of
product or service categories to each salesperson. Assigning on a geographical
basis so that all areas of the market are covered can lead to imbalances in sales
opportunities and create morale problems. Assigning by category (e.g., furni-
ture stores, automobile dealerships) enables the account executive to develop
a good knowledge of the product and of category sales and marketing prac-
tices, but many advertisers object to dealing with someone who does business
with competing companies.

In addition to equity, a major consideration in assigning accounts is
compatibility. Usually, attempts are made to match an account executive
with a prospect or client on the basis of their respective personalities and
temperaments.

The purpose of sales calls is to obtain an order. However, few sales are made
the first time an account executive calls on a prospect. Often, the first meeting
is used to learn as much as possible about the prospect’s business and needs so
that a proposal may be prepared for presentation during a second visit.

To successfully generate initial and repeat sales to a direct account, the
account executive should take certain actions before, during, and after the call:

BEFORE Identify the person who handles the prospect’s advertising and
is authorized to buy time and sign a sales contract.

Make an appointment to meet with individuals at their convenience.
Develop knowledge of the prospect’s

• business or service

• customer characteristics
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• past and present advertising activity

• advertising budget (or an approximation) and how and when it is
allocated

• objectives and problems

• previous dealings with the station, if any

Be aware of the interests and personalities of the persons to whom the pro-
posal will be presented, and of their buying habits (e.g., whether they buy in
small or large quantities).

Prepare a proposal that addresses the prospect’s needs and includes an
advertising schedule and its costs.

Ensure that printed or other materials for the presentation are ready and
taken on the call. Increasingly, account executives are turning to PowerPoint to
present the proposal. It offers the opportunity for greater effect than the printed
page through the inclusion of colorful graphics, audio, and still and moving pic-
tures. If it is to be used, make sure that it is complete and free of errors.

DURING Describe and explain the proposal, with frequent reference to
the prospect’s needs and the ways in which the proposal will help meet them.
Remember to

• keep the presentation brief

• invite questions, and design the answers so that they reinforce major
points contained in the proposal

• ask for the order

• have the client sign and date the sales contract

• obtain a production order if the client wants the station to write and/or
produce the commercial

AFTER Process the order. The routing of the order varies, but generally
it is checked by the local sales manager and then cleared against availabilities.
If requested times are available, details are sent to traffic for entry on the pro-
gram log. If copy and/or production are required, relevant information is pro-
vided to the persons responsible. In some stations, bookkeeping receives a
copy of the order for billing purposes; in others, clients are billed from the log.

Prepare a report on the call, noting the name of the client and the person
seen, the date, the content of the presentation, its results, and comments.

Service the account. Diligent servicing paves the way for subsequent sales.
It begins with monitoring the progress of the order from its delivery at the sta-
tion to the time the commercial begins to air.

Problems can occur, and it is the responsibility of the account executive to
ensure that they are resolved. Additionally, the account executive should
check with the client regularly during the advertising’s schedule to assess its
results. Adjustments may be necessary if the commercial appears to be having
limited or no effect. Maintaining contact with the client is a continuing
responsibility, and should be accompanied by acts of appreciation, such as
invitations to lunch or dinner, offers of tickets to cultural, sports, and other
events, or similar gestures.
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If a sale did not result from the call, the account executive should analyze
the reasons why and develop another proposal that addresses the prospect’s
reservations or concerns. Sometimes, the failure may be explained by the
account executive’s inability to position the station in such a way that a buy
makes sense. Often, it may result from the way in which objections raised by
the prospect are handled. Most are predictable, and the account executive
should anticipate them and be ready to respond.

The following are among the objections mentioned most frequently, and
the actions that may be taken to counter them:

“You’re too expensive.”

Probe to discover what the prospect is using for comparison. Another sta-
tion? Another medium? Point to the prospect’s selection of a superior (and
more expensive) location for doing business or to something about the
business (e.g., a large and impressive sign) that is expensive but, presum-
ably, successful. Stress that the prospect will be buying much more than a
schedule of commercials, such as the number of people who will be
reached, their characteristics (underlining the fact that they are potential
customers), the station’s expertise in commercial production, and so on.
Rather than speaking of the cost of the schedule, emphasize the cost of
reaching individuals and how it compares to other stations or media. Use
the experience of other advertisers on your station to show that you can
help the prospect increase business and profits.

“I don’t have enough budget.”

If you don’t know the prospect’s current advertising budget and its disposi-
tion, try to find out. Use that information, or your estimate, to demonstrate
the affordability of your station and its ability to reach more potential cus-
tomers. If appropriate, raise the possibility of co-op or vendor support pro-
grams to exemplify how the prospect can enjoy the benefits of additional
advertising at little or no added cost, and detail the assistance the station
will give in carrying out such programs.

“Radio (or television) doesn’t work.”

Ask for more information. You will probably learn that the prospect bought
a short and inexpensive schedule on a radio station or in a TV daypart with
the wrong demographics, or that the commercial was poorly written or pro-
duced. Point out those likely causes of disappointment and explain how
you will do things differently. Again, use facts and examples to illustrate the
effectiveness of radio or television advertising and the ability of your station
to reach the prospect’s customers.

“My customers don’t listen to (or watch) your station.”

Refer to data on who buys what and show how many of them are reached
by your station. This response also can be used to meet a price objection
if the prospect is advertising on a radio station that does not attract large
numbers of the prospect’s potential customers, or in TV dayparts or pro-
grams that skew to less-than-desirable demographics.
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“I tried your station once and I had a bad experience with your rep, John
Smith. He screwed up everything.”

Tell the prospect what happened to John Smith. If he has been fired, so
much the better. You can use that information to emphasize your station’s
commitment to giving clients the best service. If he is still employed by the
station, make the point that the station considers the prospect important
enough to assign another account executive. Give an assurance that simi-
lar bad experiences will not occur in the future.

“I’ve been advertising with WAAA for years and I don’t want to change.”

This objection reflects a fear of change. Find out when the prospect first
advertised with WAAA. Speculate aloud about the concerns that accompa-
nied that decision and reinforce the success that resulted from it. How will
the prospect’s business grow from this point? Your station provides that
opportunity by offering the means of reaching new or larger audiences of
potential customers or by adding to the mix of customers. Again, it may be
advantageous to compare your station’s cost and production quality with
those of WAAA.

The account executive should listen closely to every objection and seek
clarification or additional details. For example, a blanket statement like, “I
tried radio and it doesn’t work” is not specific enough to understand what gave
rise to it or to frame a satisfactory response. Further questioning may reveal that
the prospect spent $250 on a schedule with a station whose listeners were not
potential customers. Now, the objection has moved from radio in general to a
specific radio station, and that is easier to handle. The account executive can
use the new information to speak about radio’s ability to target particular
demographics and to describe the represented station’s proven record of
attracting listeners in the demographic group that buys the prospect’s products.

The account executive’s principal contact in agency accounts is with
media buyers. Generally, they are much more knowledgeable than retailers
about broadcast advertising, and their concerns are different. While a retailer
is interested in results (i.e., generating more customers), a media buyer focus-
es on rating points and costs.

Assume that a decision has been made to buy a schedule on a television
station. A request is made for a list of avails for the quarter. The buyer will
identify the required demographic (e.g., men and women aged 25 to 54),
restrictions (e.g., no time before 4:00 P.M. or after midnight), the amount bud-
geted (e.g., $25,000), and the cost-per-point sought (e.g., $20). The account
executive uses an appropriate computer program to arrive at the most efficient
schedule based on the buyer’s stipulations. Negotiations continue until agree-
ment is reached on schedule and cost. If the schedule fails to deliver the
promised ratings, the media buyer usually requests additional spots at no cost
to make up for the difference.

Sales presentations to agencies are prepared in much the same way as those
for retailers and must be scheduled to meet the buyer’s quarterly purchasing
cycles. They pay special attention to client needs, but they also recognize the
buyer’s interest in rating points and costs, and are designed to address it.
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Compensation As noted in Chapter 3, “Human Resource Management,”
financial compensation for sales personnel differs from that of other staff. The
seven principal methods are

Salary only: Sales managers who do not service clients, co-op coordinators,
and trainees are most likely to be compensated on a straight salary basis.

Salary and bonus: Salary combined with a bonus based on net sales rev-
enues; used mostly for sales managers. Some managers also receive an over-
ride, a percentage of total billings.

Straight commission: The most common method for account executives. It
permits the more successful to earn comparatively large salaries.

Draw against commission: Account executives establish their own mini-
mum compensation, or draw, and receive that amount as long as their sales
commissions meet the goal during the specified period, usually a week or
month. Commission is paid on all sales that exceed it. Some stations pro-
vide a guaranteed draw. In other words, the compensation is paid even if
the sales goal is not met. However, the guarantee generally remains in
force for a limited period.

Salary and commission: Used for managers with a client list, account exec-
utives, and co-op coordinators.

Salary, bonus, and commission: Managers who continue to service clients
are most likely to fall into this category.

Straight commission with bonus: Account executives and managers servic-
ing clients may be compensated in this way.

The account executive must receive enough money to enjoy a reasonable
standard of living and a sense of security during the initial period of employ-
ment. Some stations attempt to provide both by using straight salary for sever-
al months, moving to commission and a smaller salary, and, ultimately, to
straight commission.

Commissions may be paid on billings or on billings collected. If billings are
used, commissions are adjusted later if payment is not received from the adver-
tiser. The billings collected method usually leads the account executive to
check the credit rating of prospective clients before attempting a sale, and to
take extra effort to ensure that bills are paid and delinquent accounts settled.

With the exception of salary only, all compensation methods use commis-
sions and quotas to stimulate effort and productivity. Most stations employ
additional incentives, with monetary or other prizes as inducements.

Individual or team sales contests are common in many stations, with points
determined on the level of accomplishment. For example, new accounts may
be worth 25 points, new business from clients who have used competing sta-
tions, 20, and increasing sales to current accounts, 15. Other accomplish-
ments meriting points might include generation of the greatest dollar amount
of new business or the greatest percentage increase in business.

Other incentives include extra commissions, such as paying a higher per-
centage commission on new than on repeat business or on production
beyond quota. One radio station rewards account executives who reach their
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established revenue goal with a four-day weekend by giving them a day off on
the Friday preceding a Monday national holiday.

Prizes should take into account the motivations of employees. A small
monetary reward may not be very appealing to an account executive earning
more than $100,000 a year. Similarly, a trip to a nearby resort may not be
viewed as valuable by someone who does a lot of traveling.

Contests that are won regularly by the same few people may injure rather
than assist the sales effort. For that reason, many stations prefer group incen-
tives. A television station awards a collective bonus when quarterly budgeted
sales revenues are exceeded. Everybody has a reason to lend their best efforts
to the endeavor since all benefit if the goal is achieved.

One way of reaching for any sales goal is through additional sales to exist-
ing clients. Another is through the attraction of new clients, a responsibility of
all account executives. It is particularly important for the new employee, who
may have only a short client list, or no list at all.

Monitoring other media can provide useful leads in identifying new
accounts. Thumbing through the local newspaper and tuning to other sta-
tions will reveal who is advertising, what they are advertising, and the targets
and appeals being used. Analyzing the ads permits the account executive to
develop a sales proposal for the advertiser, using the products, audiences, and
appeals of the current campaign.

Many newspapers carry stories announcing the opening of new businesses.
Government offices maintain records of business licenses granted and build-
ing permits issued. These and other sources provide valuable clues for the
account executive in search of clients.

NATIONAL SALES: THE STATION REP

Most national advertising is bought by advertising agencies with offices in
large cities such as New York, Chicago, Los Angeles, Atlanta, and Dallas.
Since it would be impossible for the majority of broadcast stations to main-
tain a sales staff in those cities where major agencies buy time, they engage a
station representative company, or rep, to sell time on their behalf.

The rep is, in effect, an extension of the local sales force. Rep sales are
billed by the station to the agency, which deducts its 15 percent commission.
From the balance, the station pays the rep a commission, as set forth in the
contract between the two. It may run from about 5 to 15 percent of the gross
business ordered (i.e., the amount billed to the agency). One reason for the
range in rates is the ability of multiple-station owners to negotiate a reduction
based on the number of stations to be represented.

Selecting the Rep National sales may account for as much as 50 percent
of a station’s sales revenues. Selection of a rep, therefore, is an important deci-
sion. Among the considerations to be weighed before contracting for the serv-
ices of a rep firm are these:

Ownership and management: Who owns and who manages? Who provides
direction and leadership, and how are they provided?

Broadcast Sales

175

ch005_Pringle.qxd  2/17/06  8:49 PM  Page 175



Services: In addition to national sales, what services will the company pro-
vide? Will advice be available on programming, promotion, research, and
local sales? What about assistance in collecting past-due accounts?

Offices: Does the firm have enough offices, and are they located in appro-
priate cities to give effective national sales coverage?

Staff: How many employees are assigned to sales and to other services in the
company’s offices? What kind of educational and professional background
do they have? How are they trained and compensated? Is the staff stable?

Stations represented: Does the company specialize in representing particu-
lar kinds of stations or stations in particular kinds of markets? How many
stations does the company represent, and how long has it represented
them? Which stations? Do they include similar properties?

Sales teams: How many sales teams does the rep have? How many stations
are on each team? Are TV affiliates and independents mixed?

Reputation: What is the company’s reputation with national advertising
agencies and with stations already represented? How is it perceived by
other station rep companies?

Sales philosophy and practices: Are they compatible with those of the station?

Cost: Is the commission realistic? How does it compare to that paid by sim-
ilar stations in similar markets for the same services?

Rep Services The basic service offered by a rep company is the sale of
national spot advertising on stations it represents. Sales are accomplished
through rep account executives, who make regular calls on media buyers in
advertising agencies.

Much of the information used by the account executives is developed by
rep employees engaged in research on, among other items, programming,
products, advertisers, and broadcast markets and audiences. Their work
enables the rep company to offer a second service: consulting on a range of
station activities, all of which have an impact on the sales effort.

Most rep firms offer advice to stations on the following:

Sales and sales strategy: Sales includes rate card development, sales training,
and presentation materials; sales strategy includes the basic posture of the sta-
tion as it enters a given quarter and changes in that posture as time passes.

Budget development: The rep’s projections of market and station billings
for a future year.

Programming: Local programming and the purchase of syndicated pro-
grams and features.

Research: Research methods, interpretation of research, application of
findings; information and analysis on business considerations (e.g., switch-
ing network affiliation, expanding local news, financial impact of airing a
syndicated program instead of clearing the network lineup).

Promotion: Audience and sales promotion methods, preparation of trade
and consumer advertisements, public relations.
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To represent the station effectively and to maximize the advertising dollars
flowing to the station, the rep must be supplied with data on the station, com-
petition, and market. Information on the station would include

• availabilities and rate card

• audience coverage, ratings, and other research reports (e.g., local mar-
keting research)

• format or program schedule, features, specials, and sporting events

• news releases on the station, its personnel, and achievements and awards

• promotions, and examples of trade and consumer advertising

• local, regional, and national clients, and advertising effectiveness as doc-
umented in communications from advertisers and agencies

The rep also would find it helpful to receive details of station facilities, espe-
cially those that distinguish it from the competition, the station’s role and
image in the community, and, for radio, an air check and personality profiles.

To the degree possible, the station should provide the rep with similar
information on competing stations in the market, drawing particular attention
to those characteristics that suggest, or demonstrate, the represented station’s
superiority.

The rep may have to sell agencies on the worth of the market as well as the
station. Accordingly, the station should supply details of the community’s
media and their circulation, population makeup and trends, employment cat-
egories, major employers, and pay days. Details of the market’s educational
institutions and cultural and recreational activities also would give the rep a
profile of the market.

Station-Rep Relations The principal contact between the station and
the rep company is the person responsible for national sales, usually the gen-
eral sales manager or the national sales manager. If the relationship is to be
productive, it must be characterized by trust and confidence.

To establish and maintain such an atmosphere requires open and constant
communication. The station must satisfy the rep’s information needs prompt-
ly and accurately. In particular, the rep must be aware of all availabilities and
of modifications in the rate card, and must be provided with details and expla-
nations if spots are not aired as ordered. The rep must also be advised of
changes in the programming of the station and of competing stations. The sta-
tion should be informed of the status of ongoing negotiations with agency buy-
ers, and has a right to an explanation if potential sales are not closed by the rep.

Communication can be enhanced through regular visits to the rep’s offices
by the station’s general manager as well as the general and national sales man-
agers. Such visits provide opportunities to sell the market and the station and
to exchange ideas and information. Similarly, appropriate members of the
rep’s management team should visit the station periodically.

The station should reply promptly to rep requests for availabilities, and
clear and confirm sales orders as quickly as possible. Timely payment of com-
missions also contributes to good relations.
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Since the rep company is a partner in the sales effort, it should be involved
in the development of sales objectives and plans, and in the review of their
progress. And the rep should be recognized for significant accomplishments
through congratulatory letters and awards.

RESEARCH AND SALES

The sales department relies heavily on market and audience measurement
research. For the most part, market research is qualitative. It includes, for
example, information on new businesses and on demographic and employ-
ment changes, much of which the department may obtain from the chamber
of commerce, business news announcements and stories in local newspapers,
and census reports. More comprehensive data on factors such as the occupa-
tion, education, income, and buying habits of station audiences and the pop-
ulation in general may be purchased from market research companies.

Typically, audience research is quantitative and consists of a count of listen-
ers or viewers categorized by age and gender. It is usually bought from inde-
pendent companies. Account executives use it to provide clients with details of
audiences that will be reached through a commercial schedule and to demon-
strate the schedule’s efficiency. It is also a useful tool for reviewing the rate card.

Three principal methods are used to estimate audiences for radio and tele-
vision stations. A fourth is used only for television. Each employs a process
known as random sampling, which means that each household or person in the
population being surveyed has an equal chance of being selected. Accordingly,
the viewing or listening behavior of persons or households in the sample group
can be projected to that population. The measurements are estimates, and are
subject to a sampling error. In other words, the actual audience may be a little
larger or smaller than reported. The survey methods are as follows:

Diary: Daily viewing or listening activity is recorded in a small booklet or
log for one week.

Telephone: Interviewers ask what station or program is being listened to or
watched at the time of the call. This is known as the telephone-coincidental
method. In the telephone-recall method, participants are asked which sta-
tions or programs were listened to or viewed during an earlier period of
time (e.g., the previous day or evening).

Personal interview: Interviewers visit people in their homes and question
them about their listening or viewing.

Meter: A monitoring device records the channel to which the television set
is tuned and is connected by telephone to a central computer.

Each method has advantages and disadvantages, and some of them are listed
in Figure 5.6.

The sales department, station rep, and advertising agencies use audience
estimates compiled chiefly by Nielsen Media Research (television) and The
Arbitron Company (radio).

Nielsen surveys all 210 television markets for four-week periods in
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Advantages Disadvantages

Diary
Provides detailed information

Reports individual viewing or listening
behavior

Relatively Inexpensive

Diary-keeper may
—lie
—fail to complete it
—fail to return it
—enter inaccurate information (e.g.,

call letters, dial position)
—write illegibly
—forget what was listened to or viewed

before completing

Diary has to be carried for away-from-
home listening

Slow results

Infrequent surveys in many markets

Telephone-coincidental
Eliminates possiblity of respondent

forgetfulness

Fast results

Relatively inexpensive

Nontelephone or unlisted homes
excluded (unless random digit dial-
ing used)

Noncooperation by respondents

Questions must be brief

Difficult to obtain detailed responses

Possibility of interviewer bias (e.g., in
wording of questions, recording of
responses)

Telephone-recall

As for telephone-coincidental, except

respondent forgetfulness

As for telephone-coincidental. Add pos-

sibility of respondent forgetfulness,

unless aided-recall used

Personal interview
More personal than other methods

Provides detailed information

With aided-recall, reduces possibility of
audience forgetfulness

Respondent may lie

Possibility of interviewer bias

Time-consuming

Relatively expensive

Meter
Records actual set operation and

channel

Eliminates possibility of human error

Avoids interviewer bias

Fast results

Does not indicate if anyone is watching

Does not provide demographic infor-
mation (e.g., viewer sex, age)

Subject to mechanical failure

Relatively expensive
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November, February, May, and July. Some of the larger markets are surveyed
seven times a year, through the addition of October, January, and March.
These simultaneous surveys are known as “sweeps.”

Arbitron conducts continuous measurements in most of the top-100 radio
markets and a handful of lower-ranked markets for 48 weeks a year, in four,
12-week cycles. Other markets are measured for 12 weeks twice a year (spring
and fall).

In more than 50 large markets, Nielsen uses a household meter to collect
TV set usage data (i.e., set on/off, channel tuned) in the preparation of
overnight reports.  In the top ten markets, it is introducing a different kind of
meter, the local people meter (LPM). However, the basic measurement
method for television stations in all markets is a diary, which sample house-
holds complete for each television set for one week. Each day is broken down
into 15-minute periods. Respondents are asked to note the station or channel
name, the channel number, and the name of the program or movie to which
the set was tuned in each period, together with the age and gender of all fam-
ily members and visitors viewing and the number of hours each person works
per week. VCR recording activity also must be included.

For radio, Arbitron supplies a one-week diary to each member of selected
households 12 years of age and older. Respondents enter in the diary (1) the
start and stop times of each listening period; (2) station identifiers (e.g., call
letters, dial setting, station name, or program name); (3) whether the station
was AM or FM; and (4) whether they heard it at home, in a car, at work, or
in some other place.

At the end of the week, the completed television or radio diaries are mailed
to the respective companies. The information they contain is processed and
some of the results published in a local market report, more commonly called
a ratings book or, simply, the book. In metered television markets, the set tun-
ing information is augmented at least four months a year with demographic
viewing data from a separate sample of diary households. 

The television report estimates, by age and gender and for different time
periods and programs, the audience for stations in the market. The radio
report lists audience trends and current estimates by age and gender for differ-
ent time periods. It also contains details of listening locations, time spent lis-
tening, and the ethnic composition of station audiences.

Market report information prepared by Nielsen and Arbitron is organized
according to the geographic area in which viewing or listening took place.
The following areas are used in the Nielsen Station Index (NSI) report:

Metro area, which generally corresponds to the metropolitan statistical
area (MSA), as defined by the U.S. Office of Management and Budget.

Designated market area (DMA), those counties in which commercial sta-
tions in the market being surveyed achieve the largest share of the 7:00
A.M. to 1:00 A.M. average quarter-hour household audience.

NSI area, a market’s metro and DMA counties, plus other counties neces-
sary to account for approximately 95 percent of the average quarter-hour
U.S. audiences of stations in the market.
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AUDIENCE MEASUREMENT TERMINOLOGY

To use the market report effectively, the account executive and other mem-
bers of the sales department staff must understand the information it con-
tains. Understanding begins with knowledge of basic audience measurement
terminology. The following are among the terms used most frequently:

Rating In television, the percentage of all TV households or persons
tuned to a specific station:

Or

To say that a television program has a household rating of 10 means,
therefore, that 10 percent of all TV households in the survey area were
watching it.

In radio, rating denotes the percentage of all people in the survey area lis-
tening to a specific station:

Households Using Television (HUT) The percentage of all televi-
sion households with TV sets in operation at a particular time:

Share The percentage of HUT or persons using television (PUT) tuned
to a specific station:

Or
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Rating =
Number of households viewing station

Number of TV households in survey area

Number of viewers to station

Total viewer population

Rating =
Number of listeners to station

Population of survey area

HUT =
Number of TV households with sets on

Number of TV households in survey area

Share =
Number of TV households viewing station

Number of TV households with sets on

Number of viewers to TV station

Number of people viewing TV
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In radio, share represents the percentage of listeners to a station:

Rating, share, and households using television are interrelated, as indicat-
ed by the formula used to calculate each:

Assume that a TV market report gave the following information for the
period 6:00 P.M. to 6:30 P.M.:

If you wanted to calculate the share for WCCC, you would merely divide 10
(rating) by 60 (HUT) to give a share of 17 percent. Note that the HUT level
is greater than the sum of ratings for stations in the market. That is explained
by the fact that some households (22 percent) were viewing cable or satellite
services or stations from outside the market.

Similarly, if you knew that 60 percent of households were watching televi-
sion, and that WCCC had a 17 share, you could figure the station’s rating.
Simply multiply 17 (share) by .60 (HUT). To determine HUT, divide 10 (rat-
ing) by 17 (share).

Other commonly used audience measurement terms include these:

Average quarter-hour (AQH) audience: An estimate of households or persons
viewing or listening for at least five minutes during a quarter-hour period.

Cume: Short for cumulative audience, an estimate of the number of differ-
ent households or persons viewing or listening for at least five minutes in a
specified period.

Gross rating points (GRPs): The total of all rating points achieved for a
schedule of commercials.

ELECTRONIC MEDIA MANAGEMENT

182

Rating = Share × HUT

HUT = Rating

Share

Share = Rating

HUT

STATION DMA HOUSEHOLD RATING

WAAA 15

WBBB 5

WCCC 10

WDDD 8

HUT 60

Share =
Number of listeners to  station

Number of listeners to all stations
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Gross impressions (GIs): The total number of exposures to a schedule of
commercials.

Advertisers want to broadcast their messages to people who use, or might
use, their products or services, and at a reasonable cost. With an understand-
ing of the terminology in the market report, the account executive can inter-
pret the information it contains and incorporate relevant parts of it in a sales
presentation.

The advertiser who is interested only in total numbers of people, or people
with certain age or gender characteristics, may be impressed by ratings con-
verted to numbers of households or persons. The account executive can go
further and use share information to show that the station reaches more of the
advertiser’s clientele than the competition, or cumes to indicate how many
different people would be exposed to the commercial.

Advertisers also are concerned with the efficiency of their advertising buys,
or what it costs them to reach target audiences. Often, this is calculated on
the basis of cost-per-thousand (CPM) households or persons:

For example, if a spot costs $300 and is aired in a program seen in 20,000
households, the household CPM is $15 (300 divided by 20,000 and multi-
plied by 1000).

Another measure of efficiency is cost-per-rating point (CPP), which is cal-
culated by dividing the cost of a spot by the rating for the period or program
in which it was broadcast. If a spot costs $300 and the rating is 5, the CPP is
$60. For an advertising schedule, the cost is determined by dividing the cost
of the schedule by the GRPs, or the sum of ratings, obtained.

Audience measurement estimates are important tools for advertising agen-
cies and station rep companies as well. Agency time buyers use them to select
markets and stations on which to place their clients’ advertising.

The station rep uses the market report in much the same way as the sta-
tion’s account executives: to persuade advertisers and agencies that they can
achieve their objectives effectively and efficiently by purchasing schedules on
the represented station. Acting in an advisory capacity, the rep can use the
report to support recommendations for changes in the station’s price structure.

The market report provides essential information for station and rep
account executives and advertising agencies. However, much of the data col-
lected is not contained in it, including such key details as reach and frequen-
cy. To obtain that and other information, stations often purchase additional
services from the audience measurement companies.

Traditionally, audience research has focused on quantitative data of the
kinds described. As competition for advertising dollars has intensified, many
stations have sought information that goes beyond the age and gender of audi-
ence members. Income, home ownership, occupation, educational level, and
other characteristics provide important pointers to consumer motivations.
They help the station to develop a more complete profile of listeners or view-
ers. They also permit the sales department to incorporate qualitative data in
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presentations and to give the client or advertising agency more precise details
on which to base media buying decisions.

Such information is available from many sources, including Arbitron and
Nielsen. Arbitron offers three different qualitative data services to reflect the
demographic, socioeconomic, lifestyle, and purchasing characteristics of con-
sumers in more than 260 large, medium, and smaller (100+) markets. Nielsen
has teamed with Scarborough Research to produce the NSI Profiler, which
describes shopping patterns, demographics, media usage, and lifestyle activi-
ties in 75 leading markets. Griffin Media Research provides similar local mar-
ket information in its radio and television reports. In several dozen markets,
Leigh Stowell & Company and Marshall Marketing and Communications
research purchasing habits, demographics, psychographics, and media behav-
ior. Mediamark Research Inc. (MRI) surveys the demographics, product
usage, and media exposure of the adult population in the 48 contiguous
states. Claritas Corporation breaks down the country into zip codes to devel-
op profiles of the people who live there. 

WHAT’S AHEAD?

If financial forecasters are correct, station sales departments can contemplate
a future that is rosier than the past few years.

Total spending on broadcast television advertising is projected to increase
at a compound annual rate of 5.6 percent through 2008.4

For radio, the predicted growth is 7.9 percent annually.5 However, that
includes both advertiser and consumer spending on satellite radio, a source of
increasing competition for radio stations. By mid-2005, the number of sub-
scribers to the two national satellite services was fewer than six million, but
both were registering impressive percentage gains.6

Television stations will continue to face competition from wired cable and
direct broadcast satellite, which are likely to contribute to further audience
fragmentation.

The Internet will make additional inroads into the audiences of both radio
and television stations. Between 2000 and 2004, the monthly Internet audio
and video audience doubled to reach 51 million consumers.7 The radio audi-
ence was about 38 million a month and the average consumer spent about five
hours a week with the medium.8 Nearly one in four Americans have viewed
video over the Internet.9 The percentage that told researchers they had viewed
in the past month grew from 7 to 12 percent in the four-year period.10

Of course, the Internet also offers significant economic potential for broad-
casters. Annual revenues earned by radio and television stations account for
merely 3 percent of the $1.65 billion local online advertising market.11 Many
stations have recognized the opportunity and have responded with aggressive
campaigns to win dollars from competing media.

A favorite target has been the local newspaper and, especially, its classified
advertising revenues. Stations in markets of all sizes have redirected some of
those dollars to their balance sheet. Some have achieved that goal by employ-
ing classified sales reps.

ELECTRONIC MEDIA MANAGEMENT

184

ch005_Pringle.qxd  2/17/06  8:49 PM  Page 184



However, in an era of intensive investor pressure for profits and, for many
television network affiliates, decreasing amounts of station compensation, all
stations will have to take a serious look at this and other sources of nontradi-
tional revenue.

The sale of classified advertising space on a station Web site is one method
of generating additional and, in most cases, new dollars. Examples of classi-
fied advertisers that have invested their money with newspapers include com-
panies with employment listings, automobile dealers, and real estate agents.
Broadcasters can offer them and other advertisers more attractive options,
including combined online and on-air packages and on-air promotions to
help drive traffic to their Web sites.

Successful pursuit of classified advertising dollars would be enhanced if
broadcasters were to identify additional benefits. For example, they could
point to reduced advertiser dependence on the newspaper and increased abil-
ity to negotiate better rates.

More stations are entering the online advertising arena, either on their
own or as part of a network of Web sites. But many have not yet been persuad-
ed of the economic advantages that it affords.

That is evidenced by the results of the RAB’s survey cited earlier in the
chapter.12 It found that fewer than one-half of stations were employing the
Internet as a revenue source. Even among users, the monies generated were
modest. About 70 percent of stations said they derived 10 percent or less of
their total revenues from it.

The apparent lukewarm reception to this potential goldmine may be
attributable to some sales managers who do not consider it part of their
core business. Others may feel uncomfortable venturing into relatively
new and uncharted waters. Whatever the reason, it is clear that many do
not place a high priority on it. Only about one-third of respondents to the
RAB survey said they include the Internet in training programs for new
account executives.

In times of intense competition for advertising dollars, broadcasters will
have to ensure that their account executives are knowledgeable and skilled in
identifying and capitalizing on all sources of revenue enhancement. That
challenge demands adequate and appropriate training. However, in their
eagerness to respond to bottom-line pressure from investors, some stations have
hired inexperienced personnel and put them to work without any kind of
preparation. Failure and dismissal have been the inevitable consequences.
Additional turnover has been created by resignations resulting from the
absence of station attention to training. One study determined that, among
those planning to leave radio, only 36 percent thought that their company was
committed to training. In contrast, 61 percent of those intending to stay
believed their company supported training for sales personnel.13

One factor that may influence sales training activities in television stations
is the decision on use of their digital channels. If they opt for multiple pro-
gram services, each devoted to discrete content, existing account executives
will face the challenge of selling in a new and different environment.
Adapting to it will require relevant instruction. 

Television sales departments also will have to confront adjustments
resulting from changes in audience measurement methods. Already, those
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in the largest markets are experiencing the transition from four-times-a-year
sweeps data to daily household and demographic data, courtesy of Nielsen’s
local people meter. In LPM markets, sales staff will be required to digest
and act on information that is more voluminous and current than hereto-
fore.

Another Nielsen innovation will require further adjustments: the measure-
ment of viewing in households with digital video recorders. Timeliness will
give way to comprehensiveness, since the information will be provided in
three phases. The initial information will record viewing at the time of the
program’s airing. That will be followed by time-shifted viewing data. Finally,
ratings reflecting all viewing will be distributed.

In the more distant future, both radio and television sales departments may
confront additional audience measurement challenges. Much depends on
the results of tests on Arbitron’s portable people meter (PPM). The meter is
about the size of a pager and can be carried or worn. It is designed to track lis-
tening and viewing wherever they occur by automatically picking up inaudi-
ble codes embedded in radio and television programming. 

SUMMARY

Broadcast stations generate the majority of their revenue through the sale of
time to local, regional, and national advertisers.

Obtaining advertisers is the responsibility of the sales department. It is
headed by a general sales manager and includes a national sales manager,
local sales manager, and account executives.

The general sales manager develops sales objectives and strategies, pre-
pares and controls the department’s budget, and directs and supervises the
work of the departmental staff. Knowledge of the financial objectives of the
station’s owners, broadcast sales and advertising, and the sales activities of
competing stations are among the qualities the general sales manager should
possess. They should be combined with administrative and sales skills, and
with an energetic and competitive personality.

The national sales manager coordinates the sale of time to national adver-
tisers, and the local sales manager supervises the account executives.

Most of the time sold is for 30- or 60-second commercials, or spots. Many
stations also sell longer periods of time for the broadcast of complete programs.

The cost of time in different dayparts on a radio station is listed on a rate
card. It is influenced by several factors, including supply and demand, the
time of day, and the length of the spot. Television stations sell time in, and
adjacent to, programs. Rates are determined by supply and demand and spot
length.

Instead of accepting money, stations may exchange some of their time for
advertiser-provided merchandise or services in a transaction known as a trade
or tradeout. Barter programming, co-op, vendor support, and per-inquiry
advertising permit advertisers to obtain time at less than rate card prices.
Some stations cut their rates or provide bonus spots to attract clients.
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Sales and advertising practices are governed by policies the station imple-
ments according to its revenue objectives and its notion of responsible opera-
tion. However, the government dictates policies on the amount of time that
may be sold in children’s TV programs and on the use of radio and television
stations by candidates for public office.

The effectiveness of the local sales effort is determined largely by the abil-
ities of the account executives. Knowledge of the market, the station, and
prospective clients are among the tools necessary for success.

To obtain orders, account executives present custom sales proposals to
prospective advertisers and to advertising agencies, emphasizing ways in
which the station can assist in attaining client objectives. They are compen-
sated in various ways, and commissions and other incentives usually are
employed to encourage effort and productivity.

Sales to national advertisers are accomplished by station representative
companies, or station reps, which obtain orders from advertising agencies
located in major cities. In addition to selling, most reps offer advice to the sta-
tion on sales and sales strategy, budget development, programming, research,
and promotion.

Market and audience measurement research are important tools of the
sales department. Radio and television audiences are measured mostly by
diary. Television audiences are measured by meter as well. The research
results in estimates of the size and composition of the audience, and
enables the station to advise advertisers of the number and kinds of people
who hear or see its programs, and the costs of reaching particular demo-
graphic categories.

Even though advertising revenues are expected to grow over the next few
years, investor pressure and a reduction in TV network compensation will
compel many broadcast stations to pursue sources of nontraditional revenue.
If they are to reap its benefits, they will have to invest in additional account
executive training. Changes in audience measurement methods also will
impose training demands on television sales departments.

CASE STUDY: RADIO

You are the local sales manager of an all-news station in a large market in the
South.

Account executive Cliff Harwell stops by your office. He has just met with
Thelma Steel, owner of a local health foods store called Nutrition Works. He
has managed her account for five years. Her monthly advertising budget is
$3,600 and your station receives all of it. However, Cliff tells you this may be
about to end.

Thelma has concluded that she has reached all your listeners and is about
to move her entire budget to cable.

During the drive back to the station, Cliff has come up with an idea to
retain the account. He calls it “reality radio,” and hopes to capitalize on the
reality television craze. Here is what he has in mind.
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Nutrition Works will hold a contest on the station to pick three people who
want to improve their body image. Those selected will be put on a 90-day
weight loss and conditioning program using products available at the store.
Their photographs will be displayed on the station’s Web site at the outset and
at 14-day intervals until the program ends. Each will give periodic progress
reports in the store’s spots. At the end of 90 days, they will record testimonials
extolling the ability of Nutrition Works to ensure weight loss and better
health. 

EXERCISES

1. What are your reactions to Thelma’s conclusions about your station’s
reach and her plan to move to cable? 

2. Does Cliff have a salable idea? Explain your response.

3. Do you see any ways in which the idea can be improved? If so,
describe them. 

CASE STUDY: TELEVISION

You are an account executive with an NBC affiliate in a medium market in
the Southeast.

Dorothy Naylor has been one of your clients for nine years. She owns
Antiques World, a local antiques store, and spends about $2,000 each month
with you. Most of her spots appear in the early-morning local news program.

A month before she is due to renew her contract, she calls to tell you that
she plans to move her broadcast advertising to a news/talk radio station. When
you ask her the reason, she says that she wants to try something “new and dif-
ferent.” The station has offered her sole sponsorship of a 30-minute syndicat-
ed antiques program that airs Saturdays at noon. It will also cross-promote the
program. She adds that the deal will be less costly than her current television
schedule.

Before ending the call, you ask if you may stop by her store and chat with
her before she signs with the radio station. She says that won’t be a problem.

EXERCISES

1. How will you respond to Dorothy’s “new and different” rationale?

2. She appears convinced that the radio program will reach more poten-
tial customers than her TV spots. Is she correct? Explain your
response.

3. Will you try to counter her cost argument? If so, how?
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6

This chapter focuses on the promotion and marketing of
radio and television stations to audiences and advertisers. It
considers

• the responsibilities and qualities of the promotion and
marketing director

• the development of a promotion plan

• the goals and methods of effective audience and sales
promotion campaigns
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Commercial radio and television stations spend considerable time and ener-
gy promoting the interests of others directly through advertising and public
service announcements. Indirectly, they promote the interests and careers of
recording artists and an array of other personalities.

Broadcast promotion and marketing refers to a station’s efforts to promote
itself, and is directed toward the two groups whose support is necessary to
ensure its continued operation: audiences and advertisers.

Without an audience, even the best programs attract little advertiser inter-
est. Through audience promotion, a station seeks to persuade people to con-
tinue to tune in or to sample its programming.

In the increasingly competitive media marketplace, a station has to fight
for its share of advertising dollars. Through sales promotion, a station seeks to
persuade advertisers and advertising agencies to buy time.

Promotion is so important to success that many stations entrust it to a
department headed by a promotion and marketing director, who reports to
the general manager.1 The size of the department varies.2 It is determined by
many factors, including station and market size, the competition, and the
importance assigned to promotion by station management. In some stations,
the director may have the assistance of only a secretary. In others, the staff
may number a dozen or more, and may be organized to reflect the various
functions of the department. In markets where a single owner operates multi-
ple stations, the director may be responsible for promoting all of them.

Some stations do not give promotion responsibilities to a separate depart-
ment. Audience promotion may be carried out by the program department,
for example, and sales promotion by the sales department. In small stations,
the general manager may play the prominent role in promotion.

Here, emphasis will be on the promotion and marketing director and the
promotion functions, no matter who discharges them.

THE PROMOTION AND MARKETING DIRECTOR

RESPONSIBILITIES

The promotion and marketing director is responsible for marketing the station
and its programs to audiences, and its audiences to advertisers. In a small
department, the director may have to handle all the details. In a large depart-
ment, specific responsibilities may be assigned to different staff members, with
the director supervising their work and carrying out general administrative
tasks.

Whether directly involved or acting chiefly in a supervisory capacity, the
promotion and marketing director has responsibility for a wide variety of activ-
ities. They include

• assisting in the development of a promotion plan

• planning and creating audience and sales promotion campaigns

• implementing campaigns through the preparation and/or coordination
of advertising and promotional materials and their scheduling
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• evaluating campaigns

• conducting or contracting for research and employing appropriate data
in campaign creation, planning, implementation, and evaluation

• planning and overseeing public service activities, unless those duties are
handled by a public service director

• coordinating the station’s overall graphic look

• maintaining media relations

• administering the activities of the department and coordinating them
with other station departments

QUALITIES

The qualities required of an effective promotion and marketing director are
as numerous and varied as the responsibilities.

Knowledge The director should have knowledge of the following:

Marketing, its functions and processes, and their application to audience
and sales promotion.

Promotion methods used most frequently, especially (1) advertising—
characteristics of all advertising media, media selection, buying, and
tradeouts; (2) publicity—available avenues and the cultivation of public-
ity sources; (3) public relations—role in promotion and the fostering of
effective public relations; (4) promotions—vehicles for on-air and off-air
promotion and their utilization; (5) public service—ways in which it can
assist in the promotional mix.

Research, conducting or contracting for research, and its interpretation
and use in promotion.

Professional services, such as those available from printers, advertising and
public relations agencies, companies specializing in the production of pro-
motion materials, and from Promax, a professional association of promo-
tion and marketing executives.

Laws and regulations, especially those that apply to advertising, copyright,
and contests.

Skills The promotion and marketing director should display skills in

• planning, creating, implementing, and evaluating promotion campaigns

• planning and coordinating in-house research

• writing advertising and promotion copy, news and feature releases, pro-
gram listings, and sales promotion materials, such as station and market
data sheets, ratings analyses, and program and personality profiles

• producing artwork and layouts for print advertising and promotion, radio
and/or television commercials and promos, and graphics for sales pre-
sentations
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• planning and creating content for the station’s Web site

• coordinating promotions with other station departments

• maintaining records of departmental personnel, budget, and promotion-
al activities

Personal Qualities The promotion and marketing director should be 

• alert to the changing fortunes of the station and its competitors and
adaptable in responding to the demands that may be placed on the
department as a result

• creative in developing and executing promotion ideas 

• communicative and cooperative in contacts with departmental and sta-
tion personnel and with persons, companies, and organizations outside
the station 

• enthusiastic and energetic in approaching and carrying out the varied
responsibilities of the position

• ethical in dealings with others and in promotion practices

THE PROMOTION PLAN

A promotion plan is the product of discussions among the promotion and
marketing director, general manager, and the heads of the program and sales
departments and, often, the news department. Carrying out the plan is the
function of the promotion and marketing director.

Developing and executing the plan is a six-step process:

1. Determine the percentage of the market that is watching or listening
to the station’s product and that of competitors, together with the
audience’s demographic and psychographic characteristics.

2. Identify the reasons why listeners and viewers select a station and the
reasons they select the station or the competition. Find out, also, why
the station’s potential audience is not tuning in.

3. Assess the station’s strengths and weaknesses and, especially, effective-
ness in positioning itself to attract the desired demographics.

4. Having established the strengths, draw up a plan that addresses the
weaknesses and how to correct them.

5. Implement the plan.

6. Evaluate the effectiveness of the plan and, if necessary, refine it.

AUDIENCE PROMOTION

The principal goal of audience promotion is to increase audience by main-
taining current listeners or viewers and persuading nonlisteners or nonview-
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ers to sample the station’s programs. The goal is accomplished through image
promotion and program promotion.

Like the products they advertise, stations must stand out from the compe-
tition by winning a place in the public’s mind or positioning themselves.
Image promotion seeks to satisfy that need by establishing, shifting, or solidi-
fying public perceptions of the station.

Traditionally, radio stations have used their format as their image, so that
people refer to a station as “the rock station” or “the news station.” Stations
that air a significant amount of sports programming may project the image of
“the sports station.” If the station has a heavy schedule of community affairs
programming and is closely involved in community activities, the image of
“the community station” may be selected.

In today’s competitive marketplace, such broad positioning statements
often are inadequate. For example, how does “rock” position a station if the
community has stations with contemporary rock, album rock, classic rock,
and country rock formats?

Because of the similarity of program types on the major broadcast television
networks, and the frequent changes in programming, network-affiliated televi-
sion stations usually have looked to their local programming for image promo-
tion. Often, their efforts center on local news, with themes such as “Eyewitness
News” or “Action News.” Stations that are affiliated with Fox, The WB, or UPN
often position themselves simply by identifying with the network (Figure 6.1).

Independent television stations usually turn for their image to competitive
programming, such as sports or movies. Some position themselves as “the
alternative station,” by which they mean that they offer program types differ-
ent from affiliated stations during certain dayparts. 

Again, these general themes do not permit a station to occupy a niche.
Remote trucks enable most stations to be “eyewitnesses” to the news. Fox may
conjure up many images, from “The Simpsons” to NFL football. In addition,
as noted in Chapter 4, “Broadcast Programming,” “alternative” programming
is insufficient ammunition for an independent competing against an array of
alternatives offered by cable and DBS. 
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FIGURE 6.1 This on-air news promo graphic reflects the practice of many Fox
affiliates that position themselves by combining the name of the network with their
channel number. (Courtesy WDSI-TV.)
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FIGURE 6.2 The importance of local news promotion to a station affiliated with
one of the major TV networks is demonstrated in this billboard bearing the sta-
tion’s slogan. (Courtesy WRCB-TV.)

Today, selection of an image must be based on a clear understanding of
perceptions of the station and its competitors, the targeted audience, the audi-
ence’s needs and how the station fulfills them, and of specific ways in which
the station differs from the competition.

The required understanding should emerge from the research carried out in
completing the first three steps of the promotion plan. Focus groups, interviews,
and surveys can provide valuable insights into current perceptions of the station
and its competitors and suggest an appropriate image. However, the positioning
statement must say exactly what the station is. “More music” says something,
but “More music, 12 in a row” says much more. Research may reveal that a
major competitor is perceived as having disc jockeys who talk too much. “Less
talk” could be a strong and effective positioner. If technology is determined to
be a significant listener benefit, “The all-digital station” may be considered.

Occasionally, research suggests a statement that tells what the station is
not. One station changed its format to light adult contemporary and wanted
to avoid the notion that it was playing elevator music, which, according to
focus groups, was the perception held of a competitor. The positioner that
resulted was “No hard rock. No elevator music.”

The diversity and wide appeal of programming on all television stations
make it difficult for a station to develop a positioning statement that sets it
apart from the competition. Some stations select an umbrella theme, such as
“Making a Difference,” and use it as part of all their promotions.

More frequently, stations affiliated with the major television networks try
to position themselves through locally programmed dayparts or local pro-
gramming. Local news plays such a key role in influencing public percep-
tions that it usually is chosen for image promotion emphasis (see Figure 6.2).
Anchors, reporters, technology, comprehensive coverage—all can enhance
the station’s image. Successful promotion, however, demands that the station
identify viewer and nonviewer perceptions and proceed to tackle those that
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are important in establishing or reinforcing the image necessary to attract or
retain desired demographics.

For instance, a station may view a veteran anchor and the stability of its
reporters as major competitive advantages. Research may reveal that viewers
perceive as a benefit the fact that the anchor and reporters have worked at the
station for a long time, in contrast with the frequent turnover in personnel at
other stations. The research may also indicate that certain of the station’s
newspeople are seen as lacking warmth. That kind of information provides a
basis for an image campaign stressing stability and market familiarity, present-
ed in a warm and appealing manner.

Program promotion revolves around a station’s efforts to promote its con-
tent. In radio, the principal emphasis is on the station’s format and person-
alities. Television stations, on the other hand, draw attention to individual
programs or dayparts.

Stations have discovered that effective program promotion requires more
than a recitation of format or programs. An important key to success lies in
stressing the benefits to the audience by identifying the ways in which the pro-
gramming is meeting, or could meet, its desires.

News and public affairs programs may meet the desire for information,
music for relaxation, entertainment programs for amusement, and so on.
Promoting the benefits of tuning in reinforces listening and viewing habits
among the current audience and can be a strong motivator for others.

Affiliated television stations can rely on the network to promote network
programs. Accordingly, much of the station’s promotion effort is directed
toward local news or syndicated programs. In theory, independent stations
must promote all their programming. In practice, however, most direct their
efforts to the promotion of entertainment programs or those for which the sta-
tion has staked a claim in the marketplace.

Before embarking on an audience promotion campaign, a strategy must
be developed. It must take into account several considerations, including the
following:

Campaign Purpose

Is the purpose to promote image or programming? If the former, is the con-
cern with establishing, reinforcing, or changing image? If the latter, what
element of programming? Are results expected in a short time or over a
longer period?

Target Audience

To whom is the campaign to be directed? What kinds of people are most
likely to respond?

Audience Benefits

Why should the targeted audience respond? What benefits can they
expect?

Promotion Methods

How can the targeted audience be reached? Which medium or media will
be used? Will the campaign rely chiefly on one method of promotion or
on a combination? What about the time schedule?
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Content

What kind of content will be most suited to the promotion method or
methods selected? Can the content be developed by the station or will out-
side services be required?

Budget

What kinds of costs will be incurred? Does the purpose justify the costs?

Evaluation

How will the results of the campaign be determined? Will it be necessary
for the station to develop an instrument to measure the results? Or will
telephone calls, letters, E-mail, ratings, or other feedback indicate the
degree of success achieved?

PROMOTION METHODS

The methods by which a station seeks to accomplish its audience promo-
tion goals are limited only by the imagination of those involved in planning
the promotion and the available budget. There are four major methods:
(1) advertising, (2) publicity and public relations, (3) on-air and off-air pro-
motions, and (4) public service. In most campaigns, a combination of meth-
ods is used.

Advertising Advertising refers to the purchase of time or space. In some
cases, stations trade for time or space with other media. Instead of making a
payment, they offer to the other media advertising time on their stations that
would cost an equivalent amount of money.

Stations may plan, develop, and supervise the advertising themselves or
engage the services of an advertising agency.

In audience promotion, the major advantage of advertising is that the sta-
tion has control over the content as well as when and where it appears. But
some stations consider advertising expensive, especially when compared to
some of the other available promotion methods.

Among the advertising media that stations use are newspapers, magazines,
outdoor, transit, and broadcast.

NEWSPAPERS Daily or weekly newspapers are published in most com-
munities and reach people who are not regular listeners or viewers. It may be
assumed that most readers are interested in being informed. For that reason,
many stations use newspapers to advertise news programs, special news fea-
tures, or other informational programming.

Often, advertisements are placed in the newspaper’s TV/radio or entertain-
ment sections. If a program with special appeal is being promoted, an ad may
be placed in another section. Advertisements for sports programs, for exam-
ple, probably will reach more of the interested audience in the sports section.
Advertisements for business, travel, and several other kinds of programs will
reach the most interested through placement in appropriate sections.
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The television supplement published by many newspapers on Sundays
represents a valuable vehicle for television stations. It is used by viewers and
usually remains around the home for at least a week. An advertisement for a
program on a given day may be placed on the page containing program infor-
mation for that day.

Many stations engage in tradeouts with newspapers, and network-
affiliated television stations often participate in co-op advertising with the
network, especially at the start of the fall season. The network agrees to pay
part of the cost of advertising its programs. The station benefits, since it lists
its call letters or channel number and, often, some of its programs in the
advertisements.

MAGAZINES Many radio and television stations operate in markets
where no general-interest magazine is published. However, large-market sta-
tions often have access to the so-called “city magazine” and use it to promote
image and format or programs. Additionally, some stations place advertise-
ments on regional pages of nationally circulated magazines, such as Time and
Newsweek.

A very useful magazine for television stations is TV Guide, which offers
advantages similar to those of the newspaper television supplement. Even
though it has discontinued the use of tradeouts, many stations advertise in the
publication because of its ability to target viewers directly.

OUTDOOR Billboards offer several advantages as an advertising medi-
um. They are available in a variety of sizes, can incorporate special effects,
and can be illuminated so that their impact can be felt around the clock.
Obviously, they are most useful if they are located in areas with heavy traffic,
especially if it is slow-moving.

Many radio stations favor billboard advertisements because they can stim-
ulate drivers to take immediate action by tuning in the station whose fre-
quency is displayed (Figure 6.3). Billboards serve also as useful reminders of
television programs, which people can view when they reach home. They
have proved valuable to both radio and television stations in promoting the
station’s slogan and its logo, a distinctive symbol that identifies the station
and incorporates its call letters and frequency or channel number. Use of the
logo is not restricted to billboards, however. It may be employed advanta-
geously in a variety of media (Figure 6.4).

TRANSIT In many cities, buses travel great distances daily, and adver-
tisements on the outside are seen by vehicle drivers, pedestrians, and bus rid-
ers. Bus boards come in various sizes and often are displayed on the front,
back, and sides of the bus. Advertisements on the inside are seen only by rid-
ers, but usually they are read, since they have little competition for attention.
Interior cards are available in trains, also, and platform posters are seen by a
sizable number of commuters.

Taxicabs operate in most communities, regardless of size. Like buses, they
travel many miles each day, and advertisements on the front, rear, or rooftop
are seen by vehicle drivers and pedestrians.

Other transit advertising media used by many stations include display cases
at airports, the walls of bus shelters, and bus benches.
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BROADCAST Broadcast advertising refers to the use of radio advertising
by a television station or television advertising by a radio station. It does not
include the use of one’s own station, an activity known as promotion and dis-
cussed later in the chapter. Using audience demographic information for par-
ticular television programs or dayparts, a radio station can direct its television
advertising to the kinds of people who are most likely to listen to the format
or program being promoted. The television medium’s combination of sight,
sound, color, and motion can be very persuasive and influence people to sam-
ple the product.

Many stations avoid television because of what they consider the relative-
ly high cost of producing and airing commercials. However, some stations
are reducing the production cost problem by using syndicated spots for their
format and a tag line or other device to draw attention to their call letters and
frequency.

Radio’s mobility means that advertisements on radio can reach people
virtually everywhere, no matter what they are doing. Radio stations attract
specific demographics, and television stations can reach the sought-after
audience by placing advertisements on stations whose formats attract those
demographics.

Many television stations consider radio stations particularly effective dur-
ing the evening drive-time period to advertise their early evening news pro-
grams. Some use their anchors to give headlines and invite listeners to view.

The advertising media described above are not the only ones available.
Additional outlets or locations include station vehicles, telephone directo-
ries, the sides of buildings, malls and shopping centers, shows, displays, con-
ventions, ballparks, time and temperature displays, skywriting, and direct
mail.

Publicity and Public Relations As used here, the term publicity
refers to space in print publications or air time on other broadcast stations in
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FIGURE 6.3 A talk station includes its unambiguous positioning statement in all its
promotions, including billboard advertising. (Courtesy WGOW-FM.)
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which information about the radio or television station appears and for which
the station makes no payment.

In a sense, publicity, advertising, and anything else a station and its personnel
do influence perceptions of the station and may be considered public relations.
Here, the focus is on personal contacts between the station and its various
publics.
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FIGURE 6.4 A station’s logo may be incorporated in advertisements in all visual
media, as shown in this print ad. (Courtesy WSKZ-FM.)
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PUBLICITY In seeking to gain publicity through other media, broadcast
stations recognize that other stations rarely are interested in publicizing their
activities. Why should they aid the competition? However, they may be inter-
ested if the information is of wide public interest. Usually, such information
deals with events or actions that do not reflect well on the station and repre-
sent the kind of publicity it could do without.

As a result, most stations concentrate their publicity efforts on the print
media, particularly newspapers. Their activities generally center on the prepa-
ration of publicity materials and the organization of publicity events. Among
the more common materials are these:

News and Feature Stories

News and feature stories about the station and its employees. Typical
examples would include stories about new personnel, awards won by the
station or a staff member, and ratings successes.

Photographs

When appropriate, photographs are included with news and feature releas-
es. Sometimes, however, a photograph and caption may be used alone. A
photograph of a new transmitter tower, for instance, may be considered an
effective publicity device.

Press Kits

When stations wish to publicize special programs or events or, in televi-
sion, the start of a new season or new program, often they compile a kit for
the press. Releases, photographs, and other materials deemed important
are included.

Program Listings

Television stations prepare complete broadcast schedules for use by daily
newspapers and in the Sunday television supplement. Radio stations do not
use listings as extensively. However, many stations list special programs or
features, and the guests or subject matter of interview or call-in programs.

Like publicity materials, publicity events are intended to attract the attention
of the media, particularly newspapers. It is hoped that, as a result, stories about
the station will appear in print. The following are typical of events staged by
many stations:

News Conferences

When a station has news that it considers especially significant, it may
schedule a news conference and invite reporters and photographers from
all media. Usually, the general manager and other appropriate station per-
sonnel are in attendance to make the announcement and answer ques-
tions. A press kit usually is distributed.

Celebrity Appearances

Radio and television stations try to obtain maximum publicity when
celebrities visit their community, particularly if the station has organized
the visit or can claim some connection with it. The purpose of the visit,
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schedule, interests, and personality of the visitor will determine the kinds
of publicity opportunities available to the station. A news conference,
reception, and appearances in public places are possible publicity vehicles.
The celebrity may agree to be interviewed on the station and to record a
promotional announcement. Many other events can be arranged with the
visitor’s cooperation.

Screenings

Many television stations invite newspaper reporters and media critics to
view programs before the air date so that they may review them in their
publications. Stations hope that the resulting articles will be positive and
attract audience. Again, a press kit usually is prepared and distributed to
those attending the screening.

Other kinds of events may be organized to capture media attention and pub-
licity. Not all succeed, and that is one of the shortcomings of publicity as a
method of audience promotion. The station has no control over the use of
promotional materials delivered to the media or over whether reporters and
photographers will attend a news conference. Screenings may result in nega-
tive comments or reviews and may prove damaging to the station’s hopes.
Usually, there is media interest in celebrity visits, though the focus of reporters
and photographers may be on the celebrity exclusively and the station may
not even rate a mention.

Publicity does have several advantages. Program listings are consulted and
listening or viewing decisions are made as a result. Stories and photographs
about the station in newspapers keep the station’s call letters and frequency or
channel number before the public. Comments on, or reviews of, programs
attract public attention to the station, and the promotional benefits of public-
ity are achieved at little financial cost to the station.

Occasionally, a station reaps major publicity benefits unexpectedly. That
was the case for a Baltimore station after the Baltimore Orioles began the sea-
son with ten straight losses. A disc jockey vowed to stay on the air until they
won their first game. That happened 258 hours later. During that time, the
vigil was covered, and the station mentioned, by the major broadcast TV net-
works, CNN, ESPN, the wire services, every major radio network, and hun-
dreds of newspapers in this country, and by media around the world. That is
the kind of publicity that money cannot buy!

A station can take steps to ensure publicity. At the least, the promotion and
marketing director should initiate a media relations program with noncompet-
ing media, especially the local newspaper. Establishing and maintaining con-
tacts with entertainment reporters and with city, business, feature, and lifestyle
editors can produce continuing benefits. They will result in a heightened
awareness of the reporters’ and editors’ priorities and information interests and
enable the station to satisfy them with news releases and ideas for stories. Joint
sponsorship of charity or public service events with another medium provides
an additional vehicle for favorable publicity.

PUBLIC RELATIONS As indicated earlier, the term “public relations”
covers essentially everything that affects how people perceive the station.
Perceptions may be influenced by something as basic as the way a secretary
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answers the telephone or the carefully planned involvement of the station and
its staff in a community fundraising activity.

The principal publics with which a station tries to develop good relations
are listeners or viewers and potential audiences. Influential publics, such as
government leaders and leaders of community groups, also are important.
Since advertisers also may be listeners or viewers, their perceptions of the sta-
tion must not be ignored.

In striving to develop relationships with its publics, a station can do much
to ensure that it will be regarded as a responsible, trusted, and valuable mem-
ber of the community. For that reason, all employees must understand their
role in the effort and must be encouraged, in all their dealings with the pub-
lic, to act in ways that reflect well on the station.

At most stations, activities are planned to support the public relations
effort. Opportunities abound, but the following are among those used most
often:

Speakers’ Program

Station executives and other staff members give talks to classes in schools
and colleges and to community organizations.

Public Appearances

Station employees, especially radio personalities and television news
anchors and reporters, appear at events in the community, such as charity
fundraisers, shows, and exhibitions.

Participation in Community Organizations

Many stations encourage their employees to become members of organi-
zations and clubs and to serve as officers. They also support their participa-
tion in fundraising or other activities of charitable and service groups.

Open House

The public is invited to visit and tour the station and to meet with mem-
bers of the staff. Appropriate occasions might include the station’s anniver-
sary, an addition to the building, or the installation of new equipment.

Awards

Awards won by the station and its staff are displayed prominently in the
station.

Sponsorships

Many stations sponsor student scholarships and awards for citizens who
have made significant contributions to the community. Other opportuni-
ties for sponsorships include sporting, educational, and cultural activities
in the community, such as youth sports teams, children’s art exhibitions,
and concerts.

The activities described above are indications of the kinds of planned public
relations efforts by stations. However, the list is by no means exhaustive. Each
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station should consider ways in which it can play a role in the life of its com-
munity. The result can be a better community and heightened public aware-
ness, as well as enhanced public perceptions of the station.

Promotions Promotions refer to efforts by the station to promote itself to
the public directly rather than through other mass media. When a station uses
its own air to promote its image or programming, it is engaging in what is
known as on-air promotion. Off-air promotion describes those promotion activ-
ities carried out directly with the public off the air, such as through the distri-
bution of giveaways and advertising specialties on which the station’s logo is
displayed.

ON-AIR: RADIO Since a radio station determines how it will use its air
time, promotional announcements, called promos, and other on-air promo-
tions may be scheduled frequently, and may cover a wide range of programs,
personalities, or station activities and achievements.

Format is a major factor in on-air promotion. Most stations with a music
format draw attention to music content and personalities. Stations with a news
format are likely to stress the range of news and information services provid-
ed. A talk station may emphasize personalities and issues.

Through its on-air promotions, a radio station strives to keep its call letters
and frequency in the forefront of the listener’s mind, to remind regular listeners
and inform those sampling the station of its programming, and to point to the
benefits of listening. Most stations also use their air extensively to promote their
image through image promotion announcements or by including their slogan
with other promotional announcements. The following are examples of ways in
which radio stations use announcements to promote themselves on the air:

Identification Announcements

The Federal Communications Commission (FCC) requires stations to
identify themselves hourly by call letters and city of license. Stations may
include promotional material in their ID announcements, and frequently
they do so with a musical jingle.

Slogan

Stations that have a slogan often use it in their FCC-required station iden-
tification announcements and with other promotional announcements
during appropriate programs. A station whose slogan emphasizes its com-
munity role, for example, may use it with time checks, traffic and weather
reports, and with news and sports programs.

Format

Station format promos are useful in identifying for listeners ways in which
the station fulfills their desires, and may be scheduled at any time.

Programs

Individual program announcements permit the station to promote pro-
grams, as opposed to format. Stations may use them for the program of a
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particular personality, a special, or a sports or interview program, for
example.

News

Obviously, news is programming. For some stations it is the format.
However, stations with a music format often separate news from other pro-
motion. In addition to emphasizing the news programs themselves, many
announcements draw attention to the news team, the speed and accuracy
of their news gathering and reporting, and their awards.

Personalities

People, as well as programs, are a part of most stations’ promotion efforts.
Station personalities, such as disc jockeys, interviewers, and sports anchors,
are among those who may be promoted.

CONTESTS Many stations have concluded that one of the most effective ways
of attracting attention and listeners is through contests. Their conclusion is not
surprising, in view of the lengths to which some people will go to win a prize.

Contestants have eaten live worms and a precooked leather football for
Super Bowl tickets, and goldfish for concert tickets. They have buried them-
selves underground and changed their names legally for cash. At a marriage
ceremony on a busy street corner, the groom dressed as a prisoner, complete
with ball and chain, and the bride wore a police uniform to show who would
be boss in the union. Why? That is what they said they would do if they won
a station’s “How Far Would You Go for a Trip to Jamaica?” contest.

The large number of stations that conduct contests suggests that they are a
very effective promotional tool. However, not every contest idea will lead to a
surge in audience. Some never move beyond the idea stage because further
consideration shows that they are lotteries, and the broadcasting of lottery
information is a criminal offense in many states.

There are three elements of a lottery, and all three must be present if a pro-
motion is to be considered an offense. They are prize, chance, and considera-
tion. Obviously a prize is anything of value that a contestant may win. Cash,
merchandise, trips, and services are examples of the prize element. Chance
exists if the winners or the value of the prizes are determined, in whole or in
part, by chance or lot. It is not a factor if the outcome rests on the skill of con-
testants or on the use of subjective standards, as in a beauty or talent contest.
Of all the elements, consideration is the most difficult to define. Basically, it
is the price a contestant must pay to take part, such as an entry fee or posses-
sion of an item for which payment had to be made. It also covers the expen-
diture of substantial time and effort by the contestant, such as listening to a
long sales pitch or taking a test drive. To complicate the problem further, the
interpretation of “substantial” differs from state to state.

The federal ban on the broadcasting of many kinds of lottery information,
including promotions, was lifted by the Charity Games Advertising
Clarification Act of 1988, which took effect in 1990. However, the act did not
override state and local lottery regulations, and the promotion and marketing
director must be familiar with those regulations before embarking on any con-
test that contains the three elements described.
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Assuming that the contest idea raises no legal problems, consideration
focuses on whether it has possibilities. Among the questions to be asked are
these:

• Is it simple? In other words, will the rules be understood easily and will
it be easy for people to participate?

• Is it involving? Does it have the potential to excite people and provide
enjoyment directly for participants and indirectly for those not taking part?

• How will it affect programming? Can it be conducted without detract-
ing from programs? Is it compatible with the station’s sound?

• Is it appealing? Is the targeted audience likely to be attracted to the con-
test and the prizes to be won?

• How frequently must it be scheduled and how long must it last to attract
the number of participants to make it worthwhile?

• What will it cost? What kinds of expenses will the station incur and will
they be justified?

If a decision is taken to proceed, rules must be established and prizes deter-
mined and obtained. At this stage, FCC rules on licensee-conducted contests
take effect.3 They require that the licensee “shall fully and accurately disclose
the material terms of the contest, and shall conduct the contest substantially
as announced or advertised. No contest description shall be false, misleading
or deceptive with respect to any material term.”4

Although the material terms vary with the nature of the contest, they gen-
erally include the following:

How to Enter or Participate

The station must let people know exactly what they must do to be consid-
ered entrants. The contest rules should be stated in easily understood lan-
guage and should be free of ambiguities. The airing of contest information
on the station or its inclusion on the Web site can provide regular listeners
or users with the necessary details. If one of the aims is to boost audience,
infrequent listeners and nonlisteners must be alerted and encouraged to
tune in. Presumably, additional information vehicles will be required, and
decisions will have to be made on which of them will reach targeted con-
testants most effectively and efficiently.

Eligibility

Who will and who will not be allowed to enter? Many stations routinely
exclude employees and their families. The station may decide that others
will not be eligible. For instance, if the grand prize is an automobile, per-
sons who do not have a driver’s license may be declared ineligible.

Entry Deadline

Deadline dates for the receipt of entries must be clear. This is particularly
important if participants are required to mail them. Will they be dated by
postmark or arrival at the station?
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Prizes

The rules must indicate whether prizes can be won, when they can be
won, the extent, nature, and value of the prizes, and the basis for their val-
uation. Prizes should not only be attractive but numerous enough to
encourage participation. The station may provide them or arrange trade-
outs for some or all of them with area businesses. Whatever their source,
they must be described fairly and realistically. It would be hard to argue
that “space available” plane tickets are part of a “dream vacation” or that
“keys to a new car” is an accurate description if the car itself is not to be
awarded. One of the biggest complaints from contest participants is the
time they often have to wait to receive prizes. Accordingly, they should be
available at the time winners are selected or shortly thereafter.

Selection of Winners

The rules must set forth when and how winners will be chosen. If entrants
must telephone the station within a fixed period of time, attempts must be
made to ensure that an open line will be available during that period. If
the contest is designed to last for a designated period, care must be taken
to avoid a premature end. This could happen, for instance, if the winner
is the first person to submit the correct answer. If a tie is possible, a deci-
sion must be taken on a tie-breaking procedure.

The station should assign an employee to supervise the contest and to ensure
that it runs smoothly. The person selected also will be responsible for guar-
anteeing compliance with the FCC’s rules and other applicable regulations
and laws. One station landed itself in trouble when it organized a “Roll in
the Dough” contest. Scantily clad, honey-drenched contestants were
required to roll around in 100,000 one-dollar bills to win the number that
stuck to them. A total of $7,000 was awarded, but the station had to answer
to the government for violating federal laws prohibiting the defacing of the
currency.

The supervisor also should be charged with keeping contest records. This is
especially important if individual prizes worth more than $600 are awarded,
since details of the winners must be reported to the Internal Revenue Service.

ON-AIR: TELEVISION Like radio, television on-air promotion seeks to
remind or inform the audience about the station to which they are tuned, the
programs available, and the benefits to be gained. But there is an important
difference.

By their emphasis on format and personalities, radio stations attempt to
encourage listeners to stay tuned for considerable periods of time. Television
stations would like to believe that people will switch to them and stay there.
In reality, they tend to be attracted to specific programs. Accordingly, much of
the effort is directed toward promoting individual programs or series and, for
that reason, the scheduling of promos is important.

If the announcements are to be successful, they must reach those people
who are most likely to view the programs being promoted. Since viewer tastes
usually reflect preferences for types of programs, it is common to promote
news or information programs before, during, or after similar programs. The
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same goes for reality programs, situation comedies, game shows, dramas, and
other program types.

The frequency of program promos is also important. The goal should be
to ensure that all those who might tune in are exposed to the announcement
at least once.

Among the most common methods used by television stations to promote
their image or programs are the following:

Identification Announcements

Stations may identity themselves aurally or visually at the required hourly
intervals. In practice, of course, most announcements regularly combine
audio and video and often link call letters and city of license with the sta-
tion’s logo or slogan.

Slogan

Use of the slogan can be an effective way of promoting the station’s image,
whether used alone or in combination with other program promos. Some
network-affiliated stations adopt the network slogan and add their call let-
ters and channel number.

Programs

Entertainment: The most common method of promoting entertain-
ment programs is with a film or tape clip. Use of a specific promo, one
that comprises a scene from the next program in a series, is more effec-
tive than a generic promo, which emphasizes the series rather than any
single program.

Movies: Use of clips is a common device to promote movies. Stations
usually look for the strengths of individual movies for the promotional
emphasis. Stars, the plot, awards won by the movie, or the comments of
critics are among the items that may be promoted.

Information: Clips from films or taped information programs may be
especially desirable if they include a clash of opinion or a heated
exchange. If a well-known person is to be interviewed, the emphasis
may be on the personality rather than the content.

Local News: Local news is a major element in the budget of most tele-
vision stations and may be the only locally produced program broadcast
daily. It also plays a major role in the community’s perceptions of the
station. For these reasons, most stations place high priority on local
news promotion. Among the emphases of news are generic promos,
such as the anchors and reporters, the speed and accuracy of the sta-
tion’s news gathering and reporting, awards won for news coverage, and
a slogan used by the news department. Specific promos are used to
highlight stories that will be included in a particular newscast.

Many stations air audio promos under the closing credits of programs, urging
viewers to stay tuned for the program that follows or to join the station again
for a program with similar appeal later that day or on following days. The
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major networks often use a split screen at the conclusion of their prime-time
programs to permit affiliates to promote their late news.

A station’s own air has the potential to be a most valuable promotional tool.
Its potential will not be realized, however, if the promotion department has
access only to those times that cannot be sold to advertisers. Station manage-
ment must make a commitment to use air time in the same way clients use it:
to sell something. In this case, the station is selling its image and programs.

Since promos must be scheduled to reach targeted demographics, the
department must request fixed-position promotions, which, by definition, can-
not be bumped. A contract is signed with the sales department listing promo
length and the specific time or daypart in which it will air. For internal
accounting purposes, the promotion department is billed like any other
client. Of course, times that have not been sold to clients still may be avail-
able for use by the department at no charge.

Obviously, all programs cannot be promoted on a regular basis. Priorities
must be established, and that is done in consultation with the general man-
ager, program and/or news director, and sales manager. As noted earlier, news
has an ongoing priority at most stations affiliated with the major networks
because of its dominant impact on the station’s image. At both affiliated and
independent stations, high-cost syndicated programs must be given prefer-
ence if they are to attract enough viewers to justify the price charged to adver-
tisers to recoup the investment and generate a profit. Finally, scheduling
should permit the kind of rotation that ensures adequate exposure without the
kind of repetition that would prove annoying to viewers.

OFF-AIR PROMOTIONS On-air promotions permit radio and televi-
sion stations to reach people who happen to be listening or viewing. Off-air
promotions can draw the attention of a wide range of people to the station.

Stations use a variety of means to promote themselves directly to the pub-
lic off the air. Some, such as remote broadcasts and event sponsorships,  are
used  intermittently. Many, however, are carried out on a continuing basis in
both radio and television. They include the following:

Bumper Stickers

Size limitations are more than offset by the fact that stickers are seen daily
by large numbers of people. Usually, they contain call letters or other sta-
tion identifier and logo. Often, they include the station’s slogan or promo-
tion for a particular program.

Advertising Specialties

This term refers to a wide range of items bearing the station’s logo and any
other promotional material the station feels appropriate. Included in this
category are pens, pencils, ashtrays, coffee mugs, T-shirts, and a host of sim-
ilar items that are used regularly and are likely to be seen by persons other
than the user.

Mail

Direct-mail promotions occasionally are used for special programs, though
the cost is a deterrent to many stations. Some stations eliminate the mail-
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ing costs by including the promotion with bills, statements, or advertising
matter sent out by companies sponsoring the programs.

Plastic Cards

Cards, similar to credit cards, are distributed by many stations and permit
holders to enjoy special buying or use privileges with area merchants.

Record Sheets

Many radio stations publish weekly compilations of the top-selling record-
ings in their format and distribute them through music stores.

Station Publications

Many stations publish magazines and/or newsletters. In most instances,
they use them both as a promotional and a sales vehicle. The articles pro-
mote the station, its projects, and its personnel. The ads that are included
enable the station to satisfy advertisers’ desire for a print ad, as well as a
broadcast ad.  

Station Web Site

The newest off-air method, the Web site offers round-the-clock promotion
opportunities. It permits wide dissemination of a variety of information
about the station, its programming and other activities, and access to and
interaction with its personnel.  Many stations provide multimedia content
that combines text, graphics, audio, photographs, and moving video. 

The Web site may be used to promote both image and programming.
Successful image promotion requires consistency with other promotion
methods in both the appearance and content of the station logo and
theme. Program details and opportunities for users to sample representa-
tive program content can stimulate interest in tuning to the on-air product.

Stations have discovered that effective sites encourage return visits and
lead to more frequent listening or viewing. Among the ingredients are
pages that are visually pleasing, ease in locating desired information, and
content that is appealing and updated regularly.

A study of television station Web sites revealed that banner ads for pro-
gramming were most common. They were followed by news banner ads
and online contests and sweepstakes.5 Promotional content included most
frequently on radio Web sites is information about the disc jockeys, con-
certs, and station events. 

To maximize the potential of the site, stations should familiarize them-
selves with the rewards that visitors expect and respond to them, when fea-
sible. Often, they go well beyond the acquisition of information. One study
found that the top feature sought on radio sites was the ability to listen to
the station.6 Other features that were ranked highly pointed to the desire
for interactivity. They included opportunities to enter contests, vote on the
music, and contact the DJs and personalities.7 

Regular listeners and viewers may be encouraged to visit the site by on-
air references to it. To attract others, stations should list the address in all
their printed materials and include it in all their nonprint advertising and
promotion pursuits. 
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Public Service As noted in Chapter 4, “Broadcast Programming,” a sta-
tion should foster good relationships with the public. One of the most effec-
tive ways of attaining that goal is through public service. Conscientious
effort will be rewarded with community gratitude and awards, favorable
publicity, and the perception of the station as a responsible corporate citi-
zen.

Success is achieved to a large extent by employee and station involvement
in community activities. However, a station can enhance its identity by a com-
mitment to public service on the air. Using air time for promotions designed
to raise funds or goods for the needy, to encourage traffic safety, or to combat
adult illiteracy are examples of ways in which service can be rendered.

Stations regularly carry public service announcements for nonprofit agen-
cies. Their broadcast does not lead, necessarily, to a public perception of the
station as a concerned member of the community. But combining them with
a serious commitment to public affairs programming may produce the
desired results. The programs must deal with issues of community concern or
meet a community need, and must be aired at times when they are likely to
be heard or seen by a significant number of people. Many stations satisfy the
first requirement, but not the second.

SALES PROMOTION

Sales promotion seeks to encourage the purchase of time on the station by
advertisers and advertising agencies, and often involves the promotion of the
broadcast media, as well as the station, for advertising.

Advertisers are interested in getting their messages to the people most like-
ly to use their products or services, and in the most economical way.
Accordingly, sales promotion places heavy emphasis on the broadcast media’s
ability to reach targeted demographics at a competitive cost.

The strengths of the station may be promoted in terms of the quantity or
quality of the audience. Quantity refers to the number of listeners or viewers,
while quality denotes characteristics of the audience, such as age, gender, and
socioeconomic status. The station may point to quantitative or qualitative
strengths over its entire schedule, during periods of the day, or in particular
programs.

The element of cost is used in comparison with competing stations as well
as other media. The aim is to persuade the advertiser that the station can
deliver the number or kinds of people desired in a cost-efficient manner. An
effective sales promotion campaign is the result of careful planning based on
the following considerations:

Campaign Purpose

Is the primary purpose to project station image or sell time? If the for-
mer, will it be attractive to the targeted advertisers? If the latter, will the
focus be on particular programs or dayparts? What about the financial
expectations?
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Target Clients

Will the campaign be directed toward existing advertisers and time-buyers,
potential new clients, or both?

Client Benefits

What benefits will the campaign stress? Demographics and the cost of
reaching them? Exposure to potential new customers? Other benefits?

Promotion Methods

Which medium or media will be used to reach the clients? Will the sta-
tion’s own air or Web site be used? What about the possibility of a joint pro-
motion with an advertiser or advertisers?

Content

What content will be suited best to the medium or media selected? Can it
be prepared by station staff or will outside services be required?

Budget

What costs will be incurred? Can they be justified by anticipated new
business?

Scheduling

During which quarter of the year will the campaign benefit the station
most? Will that period match advertisers’ needs?

Program Impact

Can the campaign be used to draw additional listeners or viewers to the sta-
tion? Will it detract from programming?

Evaluation

Will the campaign be evaluated on the basis of dollars generated or will
other criteria be used, also?

PROMOTION METHODS

The targets of sales promotion efforts are those persons who make decisions
about the purchase of advertising time. For the most part, that means adver-
tisers themselves and media buyers in advertising agencies. The emphasis is
on what the station can accomplish for the advertiser. The methods are the
same as those used for audience promotion.

Advertising The broadcast and advertising trade press is an effective
means of reaching those who are influential in making time-buying decisions,
and includes publications such as B&C Broadcasting & Cable, Advertising
Age, R&R (Radio & Records), and Daily Variety. Often, stations place addi-
tional advertisements in the trade publications of other professions so that
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they may directly reach decision-makers in businesses that advertise, or may
be persuaded to advertise, on radio or television.

The content of the advertisements is determined by the purpose of the
campaign. Some attempt to project the station’s image. Others seek to sell
time on the station. It is hoped that success with the first will influence deci-
sions on the second. The important point is that all advertisements should
attract the interest of the decision-makers and be tailored to meet their
needs.

The purpose of the advertising will suggest those characteristics of the sta-
tion to be highlighted. Image advertising may place particular emphasis on
community involvement and resulting recognition received by the station
through community awards. The theme of market leadership may be project-
ed through ratings and station facilities.

Advertisements geared directly to the sale of time often point to ratings for
particular programs. Ratings dominance in certain dayparts and with key
demographics also may be stressed. Additional characteristics may include
the station’s coverage area, personalities, and merchandising plans.

Direct-mail advertising can be targeted to advertisers of particular kinds of
products or services and draw attention to the station’s strengths for those
advertisers. Additionally, direct mail offers great flexibility in the number and
format of sales promotion materials that can be distributed.

Trade press and direct-mail advertising permit stations to reach directly
those who make decisions on the purchase of advertising time and reduce the
amount of waste circulation. Other advertising vehicles, such as newspapers,
billboards, and displays, are used to promote sales, even though the audience
for them is not limited to time-buyers.

Publicity and Public Relations The focus of sales publicity in news-
papers and magazines is on those station activities and achievements likely to
impress advertisers. Stories about ratings successes, awards won by the station
or staff members, and favorable reviews of programs are examples of informa-
tion that can be useful.

Public relations activity concentrates on personal contacts between station
executives and sales personnel with the business community. Many stations
require or urge membership in appropriate community and professional
organizations and participation in community activities. A speakers’ program
allows station personnel to make presentations at meetings attended by peo-
ple involved in business.

Promotions One of the most basic and effective tools is the sales kit used
by the local sales staff, the station representative, and advertising agencies. It
provides information on the market and the station, and may be left behind
after a sales call or mailed to potential clients.

With some modifications, many of the off-air promotions used in audience
promotion can be beneficial in sales promotion. Bumper stickers can point to
the station’s advertising effectiveness. Advertising specialties can be selected
from among those used most frequently by business persons. Ashtrays, coffee
mugs, pens, pencils, calendars, and memo pads are examples.
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Mailings or E-mails to actual and potential time-buyers could include
information on station sales activity, advertising news, explanations of adver-
tising legislation, and a calendar of forthcoming special programs or events
that the station will air or sponsor. Other examples are expressions of thanks
for business placed with the station and details of forthcoming advertising
opportunities.

The Web site lends itself to the distribution of much of the content of mail-
ings. Relevant audience data and listener or viewer profiles could be added to
the list.

On a more personal level, station sales staff promote sales by entertaining
clients at meals or at sports, social, or cultural events. Many stations organize,
especially for clients, sports or recreation activities such as golf or tennis tour-
naments. Television stations often arrange a party for advertisers to see
excerpts from the fall season’s program schedule.

Increasingly, the impetus for promotions is coming from the client, who
teams with the station in a joint effort. Many advertising agencies make such
activities a condition of the buy. In these so-called value-added promotions,
the client receives from the station marketing assistance that exceeds the
value of the spots purchased. However, these promotions can produce bene-
fits for the station—and for the consumer, too.

Plastic cards are an example. The station produces and distributes the
cards and airs announcements promoting their use to obtain discounts at the
client’s business. The client makes a spot buy in an amount that matches the
value of the promotional time and offers the discounts. As a result, the station
obtains revenue from the sale; the advertiser receives exposure beyond the
time purchased and the improved in-store traffic that should result; and the
card holders enjoy the discounts. Such promotions impress participating
clients with the station’s advertising effectiveness, and can be used as a per-
suasive tool with other clients or potential clients.

Mutual benefits can be achieved, also, through radio remote broadcasts
from stores, malls, and other places of business. The joint sponsorship of events
by stations and advertisers is another example, and appearances by radio and
TV personalities at places of business can have similarly beneficial results.

Many other joint ventures are possible. However, they should be chosen
carefully, and with an eye to their value as sales promotion tools.

A value-added promotion method practiced by some stations is merchan-
dising. It involves services by the station to assist the advertiser, but the station
receives no income, apart from that for the air time purchased.

In effect, the station is donating those services to the advertiser. For that
reason, many stations reject merchandising entirely, but some stations use it
to promote sales, especially if they are seeking a competitive edge against
other stations or if their ratings are so low that additional sales incentives are
necessary.

Among the more common methods of merchandising are these:

Point-of-sale signs, supplied by the station and located in the advertiser’s
store or place of business.

Displays in stores and shops. Again, the materials are provided by the station.

Broadcast Promotion and Marketing

215

ch006_Pringle.qxd  2/17/06  8:52 PM  Page 215



Newspaper and billboard advertisements for a program that the advertiser
sponsors. The advertiser is named in the ads, but does not pay any of the
advertising costs.

Appearances by station personalities at the advertiser’s place of business, at
no cost to the advertiser.

Remote radio broadcasts from the advertiser’s business, with the station
meeting the costs involved.

Public Service A station’s dedication to public service is no less impor-
tant to its sales promotion than to its audience promotion efforts. The station
that is perceived by advertisers as an important member of the community
can reap financial benefits. Whether that perception is based on the involve-
ment of the station and its staff in community activities or on its commitment
to public affairs programming, the sales department has an important stake in
the station’s public service endeavors.

WHAT’S AHEAD?

The role of the promotion and marketing director has always been important.
As competition for audiences and advertisers continues to intensify, it will
become pivotal to the station’s success in projecting an identifiable image
that differentiates it from other stations and other media.

In this new environment, branding will assume even greater significance.
If listeners and viewers are to be attracted to the station, they must have a clear
and unambiguous perception of what its product is, to whom it is directed,
and the benefits it offers.

The branding imperative coincides with an era of reductions in audience
size, especially for television stations, lessening the impact of on-air promotions. 

Their diminished influence also will be felt by radio stations. Listeners
have limited tolerance for nonprogram content. Why should they suffer clut-
ter when they can program their own listening experiences, courtesy of the
Internet and the iPod?

To avoid clutter, stations will be compelled to place heavier reliance on
alternative promotional methods. One that will undoubtedly grow in impor-
tance is the Internet. Webcasting, the Web site, and E-mail will continue to
offer unprecedented opportunities to forge stronger bonds with existing audi-
ences and to attract new ones. 

The benefits of the Internet to stations of all sizes and in all markets are
many. The online medium is more affordable and cost-effective than tradi-
tional off-air media. Its permanent accessibility and its capacity to offer
detailed and tailored content permit the station to expand its range of servic-
es. It also facilitates database building and market research.

Another existing off-air method that may become more important is bill-
board advertising. Its use will add to promotion and marketing costs.
However, as noted earlier in the chapter, billboards offer many advantages,
especially with longer commuting times in many markets. Of course, one way
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of deriving benefits and minimizing expenses is to use suitably painted station
vehicles as roaming billboards. When they are not being used for remotes,
they may be parked in high-traffic locations.

Like radio, television can enjoy the benefits of the Internet. In fact, many
stations use their Web site chiefly as a promotional tool. Even so, some TV
promotion directors worry that driving audiences to the site may be accompa-
nied by the risk of losing them as viewers.

A much greater challenge looms for them. It grows out of decisions about
how the station will use its digital bandwidth. Theoretically, the transition
from analog to digital offers additional promotional platforms. Capitalizing
on them, of course, rests on the way in which they are programmed. In turn,
that will pose branding considerations and inevitable dilemmas. Will the
existing brand be expanded and reinforced? Will a new brand, or brands, have
to be introduced? If so, what will be the impact on viewers who are already
bombarded with brands?

The new age will demand new strategies. The threats to stations are many.
Fortunately, so are the opportunities.

SUMMARY

Broadcast promotion and marketing refers to those activities through which a
radio or television station attempts to promote its own interests. In many sta-
tions, the task is assigned to a promotion and marketing department, headed
by a director who answers directly to the general manager.

The director assists in the development of a promotion plan, which iden-
tifies the station’s competitive strengths and weaknesses, and sets forth a
course of action to capitalize on strengths and correct weaknesses. Carrying
out the plan is the director’s responsibility and involves the planning, cre-
ation, implementation, and evaluation of audience and sales promotion
campaigns.

The promotion and marketing director should have knowledge of market-
ing, promotion methods, research, professional services, and applicable laws
and regulations. Professional skills in writing and production and in planning
and evaluating promotion campaigns are also desirable. Adaptability, cooper-
ation, and creativity are among the necessary personal qualities, and they
should be combined with the administrative ability to run the department.

Audience promotion seeks to maintain and increase the station’s audience.
Usually this is accomplished by projecting to listeners or viewers an image of
the station (image promotion) and by promoting the station’s content (pro-
gram promotion).

Sales promotion is targeted toward those who make decisions on the pur-
chase of advertising time, usually advertisers themselves and media buyers in
advertising agencies. Promotion activities may be designed to project the sta-
tion’s image or to sell time to clients.

Even though the targets and goals of audience and sales promotion may
differ, most stations use four principal methods for both: advertising, publici-
ty and public relations, promotions, and public service.
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The most commonly used advertising media for audience promotion are
newspapers, outdoor, transit, and broadcast. Sales promotion relies more heav-
ily on trade press and direct-mail advertising, though other media are used.

Many stations consider publicity to be “free” advertising, since they receive
promotional benefits at little or no financial cost. Accordingly, they provide
newspapers with news releases, photographs, press kits, and program listings
for possible use. Publicity events, such as news conferences and TV program
screenings, also are organized for coverage by other media.

Public relations is a broad term covering essentially anything that may
influence people’s perceptions of a station. Most stations attempt to influence
perceptions through planned efforts. Speeches, public appearances, participa-
tion in community organizations, awards, and sponsorships are examples of
audience promotion activities. In sales promotion, the public relations effort
focuses most frequently on personal contacts between station executives and
sales staff and members of the business community.

Promotions are attempts to promote the station directly to audiences and
advertisers both on and off the air. Typical radio on-air audience promotions
include ID announcements, format, program, news and personality promos,
and contests. Television on-air promotions are characterized by promos for
individual programs or series. In both radio and television, the station’s Web
site is an increasingly important means of off-air promotion. Others include
bumper stickers, advertising specialties, and direct mail.

Sales promotions include the sales kit, mailings to advertisers, and adver-
tising specialties. Entertaining clients and potential clients is a widespread
practice. Increasingly, stations are engaging in joint marketing efforts with
advertisers in value-added promotions.

Public service is important both in audience and sales promotion. In
general, it is characterized by close identification with the community
through station and staff involvement in community activities and through
relevant public service promotions and announcements and public affairs
programming.

Radio promotion directors will have to find new ways of attracting audi-
ences if they are to avoid on-air clutter. For their television counterparts, the
introduction of digital offers new promotional opportunities, and many result-
ant challenges.

CASE STUDY: RADIO

You are promotion director of an FM oldies station in a medium market in
the Southeast.

Account executive Kevin Steel stops by your office. He handles the
Crofton Outlet Mall account and tells you that the mall—a major client—
will be celebrating its tenth anniversary in November. He has an idea for a
joint promotion to mark the event.

The station’s traffic reporter will fly his plane over the mall on the anniver-
sary date and drop “Crofton Cash” books on the parking lot. The books will
contain fake dollar bills to be used like cash at mall stores.
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The mall will make a $10,000 advertising buy on the station. The station
will air promos and do a live remote from the mall on the “drop” day.

EXERCISES

1. What promotional benefits does Kevin’s idea have for the station?

2. Are there any shortcomings? Can they be removed?

3. Do you anticipate any problems in executing the idea? If so, describe
them.

CASE STUDY: TELEVISION

You are promotion and marketing director of a CBS affiliate in a major mar-
ket in the Northeast.

Your 5:30 P.M. newscast ranks fourth in its time slot. You show some
improvement at 6:00 P.M., but not enough to move beyond third place against
competing newscasts on the ABC and NBC affiliates.

Your Monday 5:30 P.M. broadcast includes a “Home Sweet Home” seg-
ment with tips on residential property maintenance and repair. It is sponsored
by a homebuilder. You approach her about a joint promotion. Here is how it
will work.

Every Monday segment will contain the answer to a question to be posed
in the Tuesday newscast. Viewers will be invited to submit the answer to the
station by email. Every Wednesday, a correct answer will be drawn and the
winner’s name announced in the broadcast.

The promotion will run for 12 weeks. At the end of that time, a grand prize
winner will be selected from the 12, weekly winners.

The prize will be a new, three-bedroom house, constructed by the builder
at her expense.

The builder will agree to continue sponsorship of “Home Sweet Home”
for three years beyond the expiration of her current contract. The station will
air a schedule of promos in its three, early-evening local newscasts during the
promotion period. 

EXERCISES

1. Is the promotion a contest or a lottery? Explain.

2. What impact is it likely to have on the ratings for the 5:30 P.M. news-
cast? Why?

3. Are there potential problems with the promotion? What are they? Can
they be overcome?
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NOTES
1 Different titles are used for the head of the department responsible for promotion and

marketing. They include promotion manager, marketing director, director of creative
services, and director of advertising, promotion, and publicity.

2 Just as the title of the head of the department differs from station to station, so does
the name of the department.

3 The FCC defines a contest as a “scheme in which a prize is offered or awarded,
based upon chance, diligence, knowledge or skill, to members of the public.”

4 47 CFR 73.1216.
5 Sylvia M. Chan-Olmstead and Jung Suk Park, “From On-Air to Online World:

Examining the Content and Structures of Broadcast TV Stations’ Web Sites,”
Journalism & Mass Communication Quarterly, Vol. 77, No. 2 (Summer 2000), pp.
321–339.

6 Radio Station Web Site Content: An In-Depth Look, p. 10. 
7 Ibid.
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7
This chapter surveys broadcast regulations and focuses on

• modifications of the 1996 Telecommunications Act
regulatory framework

• FCC licensing and reporting requirements

• FCC policies pertaining to ownership, program-
ming, announcements, commercials, and operating
requirements

• FCC regulations on indecency, violence, contests,
hoaxes, and political campaigns

221

Broadcast Regulations 

ch007_Pringle.qxd  2/17/06  1:14 PM  Page 221



Historically, broadcasting has been the most heavily regulated mass medium.
Broadcast regulation was based upon concepts of “public interest” and scarci-
ty, which meant, simply, that there were more applicants for licenses than
there were available frequencies. In the 1980s, a deregulation frenzy swept the
federal government, and the “scarcity” rationale for regulation was declared by
the Federal Communications Commission (FCC) to be no longer valid.

In the early 1990s, the relaxation of formal broadcast regulation continued.
Ownership rules were changed in 1991 to permit duopoly, the common own-
ership of more than one station in the same class of service in the same mar-
ket. Deregulation casualties of the 1980s and 1990s included long-standing
FCC rules, such as the Financial Interest and Syndication Rules (Fin-Syn),
the Prime-Time Access Rule (PTAR), the Fairness Doctrine, the Personal
Attack Rule, and the Political Editorial Rules. In February 1996, the Congress
enacted, and the President signed, the Telecommunications Act of 1996.1

This new law was a sweeping revision of the 1934 Communications Act.
However, its principal long-term impact has been on the ownership face of
the industry. The law should more appropriately be called the “Consolidation
Act of 1996,” because it has permitted concentration of electronic media own-
ership at the national and local levels. And that consolidation theme has been
continued and expanded since passage of the act.2

BACKGROUND

During the early days of broadcasting, there were very few rules to follow.
Anyone who wanted to transmit a broadcast signal on any frequency could
do so, thus creating a jamming effect on frequencies carrying more than one
station.

After years of discussion and compromise among all factions involved in
this growing industry, Congress passed the Radio Act of 1927. The act pro-
vided for the formation of a Federal Radio Commission (FRC), comprising
five persons appointed by the President, one of whom would be selected as
chairman. The FRC was to oversee broadcasting on a trial basis for one year.
At the end of the year, its term was extended and it continued in effect until
1934.

It soon became apparent that broadcasting needed a new and more com-
prehensive regulatory agency. In February 1934, President Franklin D.
Roosevelt sent to Congress a proposal to create an agency to be known as the
Federal Communications Commission (FCC) and to bring all means of elec-
tronic communication under the jurisdiction of this one agency. The
Commission would be composed of seven members appointed by the
President, with the advice and consent of the Senate. One member would be
designated as chairman by the President.

Today, the FCC is a five-member body, but that is not the only change.
Under Chairman Mark Fowler (1981–1987), the FCC embarked on a pro-
gram of industry deregulation. His successor, Dennis Patrick (1987-1989),
accelerated the trend, culminating with the elimination of the Fairness
Doctrine.3 That decision put the FCC into bad standing with Congress,
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which had already been legislating to fill the regulatory void caused by the
agency’s policy changes.

After George Herbert Walker Bush became president in 1989, he appoint-
ed as FCC chairman Alfred Sikes, former head of the National Telecom-
munications and Information Administration. Sikes successfully mended con-
gressional fences. He worked to revise certain archaic rules, such as those on
financial interest and syndication and, at the same time, pioneered new con-
cepts, like the entry of telephone companies into video. Sikes also undertook
some technology-based initiatives, such as high-definition television (HDTV)
and digital audio broadcasting (DAB). He was an activist chairman who per-
petuated marketplace regulation and charted many new waters. Sikes
resigned on January 19, 1993, one day before Bill Clinton assumed office.

President Clinton appointed Commissioner James Quello as acting chair-
man. He served until Clinton nominee Reed Hundt was sworn in as chairman
later that year. Chairman Hundt’s FCC was often bogged down in internal
conflict. He did initiate efforts to reintroduce some elements of licensee
responsibility in the wake of deregulation. One of his successful undertakings
was in the area of children’s television content and reporting rules. Early in
President Clinton’s second term, Hundt resigned and was replaced by former
FCC General Counsel William Kennard.

In 2001, another Bush, George W., became president. He appointed
Michael Powell, son of Secretary of State Colin Powell, as FCC chairman.

He attempted to accelerate media consolidation4 and wrestled with the
questions of indecency, violence, and localism. The FCC is a political body
and has regular changes in leadership and membership. That is evidenced by
Powell’s resignation in 2005 and his replacement by Kevin Martin.

THE ROLE OF BROADCAST REGULATIONS

THE FCC, THE BROADCASTER, AND THE PUBLIC INTEREST

When broadcasting emerged, it was recognized as having an obligation to
serve “the public interest.” This phrase, along with “convenience and neces-
sity,” was included in the Communications Act for specific reasons, not the
least of which was to give the FCC maximum latitude to use its own judg-
ment in matters relating to commercial broadcasting. Section 303 of the
Communications Act, for example, begins: “Except as otherwise provided in
this Act, the Commission from time to time, as public convenience, interest
or necessity requires shall . . . .” This section goes on to list 19 functions, rang-
ing from the power to classify radio stations to the power to make whatever
rules and regulations the FCC needs to carry out the provisions of the act.
The term “public interest” similarly occurs in the crucially important sections
dealing with granting, renewing, and transferring licenses.

The public interest has been discussed and defined by Congress, the
courts, broadcasters, and the public for so long that its meaning has become
whatever a person wants it to be. This is especially true of broadcasters, since
they are ultimately the ones who determine what the public interest means,
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at least for their audiences. The real burden of definition must come from the
FCC, but even the FCC has granted leeway to licensees, since they are in
daily contact with their audiences and obtain feedback from them, thereby
being able to gauge what is in their best interests. The FCC does believe that
it is in the public interest for stations to carry programs dealing with commu-
nity issues and problems. The whole topic of what is and what is not public
interest is once again under review. 

Following the Red Lion Supreme Court decision in 19695 upholding the
constitutionality of the Fairness Doctrine, many broadcast regulations were
based upon the scarcity rationale. It was scarcity that allowed for different First
Amendment standards for the print and electronic media businesses. In its
1987 decision eliminating the doctrine, the FCC decided that scarcity of
viewpoint sources no longer existed, which left only the concept of public
interest as a basis for regulations. In the future, decisions on the public inter-
est would be made on a case-by-case basis.

OTHER REGULATORY AGENCIES

Broadcast regulation does not come entirely from the FCC. Of all the regu-
latory agencies, probably the one that has the greatest impact on broadcasting,
other than the FCC, is the Federal Trade Commission (FTC).

Deregulation by the FCC has further enhanced the importance of that
agency. In 1986, the FCC eliminated many of its rules on station business
practices, including fraudulent billing and contests. The terminated regula-
tions were characterized as “unnecessary regulatory underbrush,” which
duplicated other federal and state laws. Much of the responsibility abdicated
by the FCC was absorbed by the FTC.

The FTC is the federal government’s primary agent for advertising regula-
tion. Its general mandate is to guard against unfair and deceptive advertising
in all media. Broadcasters, or rather the companies that advertise on broadcast
facilities, are the main targets of this agency, since the broadcast media are a
mass-advertising funnel that reaches out to almost the entire population.
Because the agency was created under the authority of Congress to regulate
interstate commerce, products or services must be sold in interstate com-
merce, or the advertising medium must be somehow affected by interstate
commerce, before the FTC can intervene. Since it is charged with policing
unfair or deceptive advertising, the terminology needs to be defined.

Deceptive Advertising There are four considerations in deciding
whether an advertisement is deceptive:

• The meaning of the advertisement must be determined. In other words,
what promise is made?

• The truth of the message must be determined.

• When only a part of the advertisement is false, it must be determined
whether the false part is a material aspect of the advertisement; that is, is
it capable of affecting the purchasing decision of the consumer?
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• The level of understanding and experience of the audience to which the
advertisement is directed must be determined.6

Two cases will help explain these concepts. In the early 1970s, a
spokesman for Chevron F-310 gasoline additive in advertisements claimed he
was standing in front of the Standard Oil Research Laboratories when, in fact,
he was standing in front of a county courthouse. Was this deceptive advertis-
ing? The FTC said no—that the location of a spokesman is irrelevant to a
consumer making a purchasing decision.7

On the other hand, Standard Oil of California was ordered to stop claim-
ing that its Chevron gasolines with F-310 produce pollution-free exhaust. The
Commission banned television and print advertisements in which the com-
pany claimed that just six tankfuls of Chevron will clean up a car’s exhaust to
the point that it is almost free of exhaust-emission pollutants.8

Other agencies, both state and federal, also are involved in the regulation of
advertising. The advertising industry itself has industry-sponsored groups that
are active in resolving complaints against advertisers. The National Advertising
Division (NAD) of the Council of Better Business Bureaus is an example.

Consumers, as a whole, have little or no influence when it comes to polic-
ing false advertising. For the most part, all they can do is report it to the reg-
ulatory agencies.

Besides the FTC, the advertising business is touched by at least 32 federal
statutes, including the Federal Food, Drug, and Cosmetic Act; Consumer
Credit Protection Act; Copyright Act; and Consumer Product Safety Act.

The FTC’s ascendancy to fill the regulatory void left by the FCC has not
been limited to advertising matters. In a significant decision on FCC must-
carry rules, a federal court adopted an FTC report that concluded that the
absence of the rules would not be harmful to local broadcasting.9

Other federal agencies and executive departments have also stepped into the
power vacuum left by FCC deregulation actions. One such example is the
Department of Justice. It has become especially active since passage of the 1996
Telecommunications Act. As noted above, the act allowed expanded electronic
media ownership consolidation nationally and locally. Since then, the depart-
ment has been investigating on a case-by-case basis the extent to which legally
permitted consolidation also concentrates on radio advertising revenue. Such
examinations have extended to situations where in-market concentration leads
to dominance in a particular format. Transactions subject to review before trans-
fer are said to have been “red flagged.” Still another federal agency stepping into
the power vacuum is the National Telecommunications and Information
Administration (NTIA), which is located in the Commerce Department and is
the White House policy office on telecommunications. The NTIA is principal-
ly a policy agency and its initiatives often show up in the FCC’s agenda. 

THE ROLE OF FCC COUNSEL

While it is theoretically possible to navigate the requirements and regulations
of the FCC without professional assistance, it is a bad idea. Most electronic
media companies opt for qualified legal representation.
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Professional counsel keeps the client abreast of the many FCC deadlines
(Figure 7.1) and provides a vehicle for commenting on rules and regulations
changes that the FCC is considering. Available FCC firms range from the
sole practitioner to the midsize boutique communications specialty firms to
the mega worldwide firms.

For purposes of illustration, the authors have selected a Washington, DC,
boutique firm, Cohn & Marks. This is a smaller specialty firm of about ten
attorneys. Figure 7.2 profiles the firm’s experience, services, and illustrative
clientele. 
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FIGURE 7.2 Profile of the experience, services, and clientele of the Washington,
DC, firm Cohn and Marks, LLP. (Source: Cohn and Marks, LLP. Used with 
permission.)

Cohn and Marks LPP provides specialized legal representation to national and international commu-
nications and media-related businesses. It has a strong general litigation and lobbying capability, and
represents a wide variety of national businesses, trade associations, and local entities in regulated and
other aspects of their operations.

Experience

The reach and complexity of modern communications systems and technology have led to the devel-
opment of related practice areas. In addition to the Federal Communications Commission, members
of the firm are also experienced in dealing with the following government entities:

-- United States Federal courts, including the United States Supreme Court

-- State Courts

-- United States Congress and State Legislatures

-- Department of Commerce

-- Department of State

-- Federal Trade Commission

-- Department of Justice

-- United States Copyright Office

-- Copyright Arbitration Royalty Panel

-- Patent and Trademark Office

-- Equal Employment Opportunity Commission

Services

The firm’s communications legal services include:

Providing advice and counsel on business and regulatory aspects of mergers, acquisitions and other
transactions subject to government approval;

Prosecuting and, when necessary, litigating issues concerning the acquisition and renewal of broad-
cast stations, cable television, and common carrier licenses and franchises and providing regulatory
analysis regarding ongoing operational matters;

Providing advice, counsel and litigation services on all related aspects of a client’s business, including
antitrust and trade regulation, copyright and trademark, hiring, firing, and employment discrimina-
tion issues, and drafting and reviewing contracts necessary to business activities.

Advising clients on and litigating on their behalf First Amendment issues such as libel and slander
(including prepublication review), access to government information (FOIA) and Privacy Act con-
cerns, and protection of confidential press sources.
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Clientele

Based in Washington, DC, the firm’s core practice is devoted to representation of companies that are
subject to the jurisdiction of the Federal Communications Commission, or whose activities are affect-
ed by other state and federal rules and policies. The diverse communications clients represented by
Cohn and Marks LLP include:

-- Major Commercial and Noncommercial Radio and Television Stations and Networks

-- Radio and Television program producers

-- Cable Television Systems and Networks

-- Newspapers

-- Trade Associations representing media interests

-- Telecommunications Providers and Customers

-- Internet Service Providers

-- Internet Publishers

-- Authors, Entertainers and Athletes

Cohn and Marks LLP, founded in 1946, is distinguished by a specialized, collegial practice that
emphasizes close personal attorney/client relationships and delivery of quality services. The firm’s
partners and staff include individuals with legal teaching experience and outstanding academic back-
grounds. The firm’s expertise is enhanced by insight gained in government service by a number of
partners who have held key legal and policy-making positions at the Federal Communications
Commission, the U.S. Information Agency, and the Department of Stare.

The firm often works with other professionals and legal counsel involving such matters as securities
or tax issues while largely confining its efforts to those areas where its unique skills are needed. This
approach has enabled the firm to deliver what it knows best and to build a stable organization of spe-
cialized professionals. In this way, it has met the legal needs of the largest companies in the world as
well as those of smaller enterprises, a number of whom it continues to serve into the third generation
of family owners.

ELECTRONIC MEDIA MANAGEMENT

228

FIGURE 7.2 Continued.

ch007_Pringle.qxd  2/17/06  1:14 PM  Page 228



APPLICATION AND REPORTING REQUIREMENTS

One day, perhaps, both federal income tax and broadcast station forms will be
simplified. Until that happens, the forms will continue to be cumbersome.
The broadcast industry is full of forms: for a construction permit to build a
radio or television station, for a broadcast license renewal, and so on.

To begin the process of establishing a new broadcast station, an individ-
ual, partnership, or corporation must meet certain criteria. They include the
following:

• The licensee must be a U.S. citizen.

• The licensee must be of good character.

• The licensee must have substantial financial resources to establish and
maintain the station.

• The licensee must have the technical ability to operate the station
according to FCC regulations.10

Applicants requesting to construct a new facility or make changes in an
existing AM, FM, or TV facility must use FCC Form 301 (Figure 10.13).
FCC facility construction permits are issued for a period of three years. They
are no longer subject to extension as they once were.

Once the construction is completed, it is necessary to apply for a license
using FCC Form 302. Applicants must show compliance with all terms, con-
ditions, and obligations set forth in the original application and construction
permit. Upon completion of the construction, the permittee may begin pro-
gram tests upon sending a notice to the FCC.

During the period of operation, all stations were required to file with the
FCC an annual employment report form, FCC 395-B, on or before May 31
of each year. The employment data filed were to reflect figures from any one
payroll period in January, February, or March. The same payroll period had
to be used each year. The FCC used the reported data to monitor compliance
with its equal employement opportunity (EEO) regulations.11

In addition, stations had to file at license renewal time an EEO report
form, FCC 396. The report was required to determine whether or not the sta-
tion’s personnel composition reflected that of the community of license.
Stations with fewer than five employees were exempt from filing the form.

In 1998, the FCC suspended the requirement that stations file the two
forms in the wake of a court ruling that threw out the FCC’s broadcast affir-
mative action requirements.12 Chairman Kennard announced that a propos-
al for new rules would be issued, and he urged broadcasters to voluntarily file
EEO data with the FCC. Subsequently, the FCC adopted a new EEO plan.
A detailed discussion of the commission’s EEO reporting regulations appears
in Chapter 3, “Human Resource Management.”

The FCC requires each commercial broadcast licensee to file an owner-
ship report, FCC Form 323, once a year, on the anniversary of the date that
its renewal application must be filed.

Sports and network affiliation agreements must be in writing, and single
copies of all local, regional, and national network agreements must be filed
with the FCC within 30 days of execution.
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FIGURE 7.3 Sample quarterly issues/programs list. (Source: Cohn and Marks, LLP.
Used with permission.)

Deregulation has ended the need to file with the FCC notification of radio
and television station programming changes. To replace previous program
ascertainment requirements, the FCC requires only that stations place in their
public file quarterly a list of five issues and programming related to those issues.
The quarterly lists must be in the file by January 10, April 10, July 10, and
October 10, respectively, each year. See Figure 7.3 for an illustration of what a
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typical station quarterly issues/programs list might look like. Note that the list
should reflect the station’s “most significant programming treatment” of com-
munity issues and needs. The programming need not be locally produced.

Broadcast licenses are not issued on a permanent basis and must be
renewed on a regular timetable. All licensees, except those TV and noncom-
mercial stations selected to complete the long-form audit, must file the sim-
plified renewal application form, FCC 303-S (Figure 7.4). It must be filed
every eight years by television and radio stations, on or before the first busi-
ness day of the fourth month prior to the expiration of the existing license.13
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The short-form renewal was a product of deregulation and consisted of
only eight questions. However, the simplicity has begun to fade, and the “post-
card” form has grown from its original 1 page to 29 pages. In response to the
Children’s Television Act of 1990,14 the FCC added a ninth question for all
television renewal applicants. It requires a summary of the applicant’s chil-
dren’s programming activity and its compliance with commercial content
restrictions. Other questions have been added since then.

Licenses that are in good standing may be sold and transferred by
licensees to third parties with the consent of the FCC. To obtain consent,
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the seller and buyer must file with the FCC’s Media Bureau FCC Form 314
(see Figure 10.11).

OWNERSHIP POLICIES

Simply put, the ownership rules govern who can own what, and where. They
include limitations on numbers and kinds of stations that can be commonly
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owned in a market and on the total number that can be owned in the coun-
try as a whole by a single person or entity. 

Another ownership consideration has to do with the length of time a sta-
tion must be held by an owner before it can be sold. Cross-ownership rules
exist for newspaper-broadcast combinations.

Deregulation’s largest impact on changing the face of the broadcast indus-
try has resulted from the relaxation of the ownership rules. The oldest and
best known was the duopoly rule, which was designed to prevent a single per-
son or entity from owning more than one station in a market providing the
same class of service. Consequently, no individual or company could own
more than one AM, one FM, or one TV station in the same service area. This
media-concentration rule served its purpose for many years. But the decline
of AM’s competitive position in particular, and of radio’s profitability in gen-
eral, led to its reexamination.

THE PROGRESSION TO CONSOLIDATION, 1992–1996

On September 16, 1992, a new duopoly rule became effective. The change
allowed a single party to have up to three radio stations in the same market in
markets with fewer than 15 stations. However, the three commonly owned
stations could not exceed 50 percent of the total number of stations in the
market. No more than two of the three stations could be the same class of
service (AM or FM). In markets with 15 or more stations, a single entity could
own up to four stations, no more than two of which could be AM or FM. In
those markets, there was an additional requirement: the combined audience
share of the commonly owned stations could not exceed 25 percent.

Before the implementation of the new local ownership rules, many opera-
tors who were experiencing financial or competitive strain had entered into
local marketing agreements (LMAs). Under an LMA, a station sells all or
some of its weekly broadcast schedule to another station in the market, which
uses the air time to broadcast content, including commercials, over the sell-
ing station. When the new duopoly regulations were adopted, they were
accompanied by a new LMA requirement. It said that if an LMA exceeded 15
percent of the selling station’s weekly broadcast schedule, that station had to
be counted as an owned station for the station buying the time. For example,
if FM station A bought more than 15 percent of the time of FM station B, FM
station A could own no other FM station in the market because two was the
limit in the same class of service.

The ownership rule changes also affected the limits for the number of sta-
tions that could be owned nationwide by a single party. The 1992 multiple
ownership rules increased the radio levels to 18 AM and 18 FM stations, and
a further increase to 20 AM and 20 FM stations was permitted thereafter.

The television multiple-ownership limit of 12 was unaffected by the 1992
changes. However, the television rule depended upon the percentage of TV
households reached nationally by commonly owned stations, with the upper
limit being 25 percent. Therefore, if a company owned five television sta-
tions that covered 25 percent of the television households in the United
States, it could not own any more. Special variations of the rule allowed
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UHF stations to count for only one-half of television market households in
calculating the 25 percent.

THE 1996 TELECOM ACT: CONSOLIDATION ACCELERATED

The change in local ownership rules continued in the 1996 Telecommuni-
cations Act. Now, the changes became dramatic.

Multiple ownership limits for radio nationwide were eliminated complete-
ly. By 1998, there were publicly traded companies that owned hundreds of
commercial radio stations each. Such companies included Clear Channel,
Cumulus, and Infinity. 

The local-level ownership rules for radio changed as well. Limits were set
according to market size and class of service. The 1996 local radio ownership
concentration rules are as follows:

Commercial Stations in Market Single Owner Limit (Own, Operate,
or Control)

45 plus Up to 8, no more than 5 in the same
class of service 

30–44 Up to 7, no more than 4 in the same
class of service

15–29 Up to 6, no more than 4 in the same
class of service

14 and less Up to 5, no more than 3 in the same
class of service—but a single owner
cannot own more than 50 percent of
the total number of commercial sta-
tions in the market15

The television rules were changed more modestly under the 1996 act.
National ownership levels were removed, as they were in radio. However,
there was a cap of coverage of 35 percent of U.S. TV households. Once that
limit was reached, no additional stations could be purchased, whatever the
number of stations currently owned.

The 1996 law permitted the FCC to issue waivers to allow common own-
ership of radio and television stations in the same market. The prohibition on
duopoly ownership of TV stations in the same market remained, but the 1996
law ordered the FCC to study the matter. Existing restrictions against daily
newspaper ownership of electronic media servicing all or part of the same
market continued, but were under FCC review.

Prior to the 1996 law, the FCC eliminated what was known as the “three-
year rule.” It had required broadcasters who acquired a station to operate it for
three years before being allowed to sell it. Now, there is no holding period for
existing stations. The end of the rule led to a flurry of station transactions and
brought new investors and new types of financing into the industry.

The combination of the changes in the ownership rules and the abolition
of the three-year rule resulted in innumerable mergers, corporate takeovers,
and leveraged buyouts.
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OWNERSHIP RULES CHANGES POST-1996

The 1996 law mandated that the FCC conduct an ownership rule review
every two years. The purpose was to ascertain if the rules were still necessary
in the public interest as a result of competition.16

One such review resulted in FCC adoption of new rules on media concen-
tration in June 2003.17 The proposed new rules allowed ownership of more
than one TV station in a market depending on the number of TV stations in
the market. For example, a company could own two stations in a market with
five or more stations.

The national limits on TV station ownership were increased from a house-
hold penetration of 35 percent to a maximum of 45 percent. However, in
January 2004, Congress reduced the national level to stations that reach 39
percent of total TV households. The new rules maintained the “UHF dis-
count.”

The local radio limits remained the same as set in the 1996 Telecomm Act,
but the FCC replaced its signal contour method of defining radio markets
with a geographic market approach designed by Arbitron. The national limit
on radio station ownership remained unlimited.

Cross-ownership was permitted among TV, radio, and newspapers. The
FCC restated its commitment to localism.

The new rules were challenged immediately in the federal courts and
stayed. In June 2004, the rules were sent back to the FCC by a federal court of
appeals for reexamination. The stay against implementing the rules continued.

The FCC petitioned the court for a rehearing on that portion of its ruling
pertaining to media ownership. The June 2003 proposed ownership rules
were adopted on a 3-2 party-line vote. Commissioners and chairpersons often
change in the wake of a presidential election, even if the ruling party remains
in office. For that reason, the future of the 2003 rules changes now on remand
to the FCC is not certain. However, in September 2004, the court did allow
the FCC to implement the rule that the number of stations permitted in a
market would be based on the Arbitron definition of a market.

LOCALISM

The proposed ownership rule changes in June 2003 resulted in an FCC
examination into whether or not the ownership concentration triggered by
the 1996 act had diminished the dedication to localism. 

In September 2003, Chairman Powell announced a localism initiative.18

It had three parts: (1) a localism task force; (2) accelerating activation of low-
power stations; and (3) notice of inquiry.19

Powell appointed a localism task force that conducted hearings around the
country. Further, the FCC opened a filing window to resolve conflicts among
low-power FM applicants. The commission believes that LPFM epitomizes
local broadcasting. Finally, the FCC issued a notice of inquiry to collect com-
ments on whether localism-based rules are effective or need to be changed or
supplemented.
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PROGRAMMING POLICIES

Programming policies cover a broad area of station activity. Here, the focus is
on those of particular significance to station management.

POLITICAL BROADCASTS

Enforcement of federal laws and FCC regulations pertaining to political
advertising has become a particular emphasis with the FCC. There is obvi-
ously a great deal of interest in this topic by office holders and office seekers.
Congressional pressure has led to political rate audits, and the FCC is author-
ized to levy fines for violations of the political rules. Former candidates have
also sued broadcast stations for alleged overcharges. Who is allowed access to
the airwaves, when, and at what rate are critical questions. Ignorance or
informed noncompliance can be expensive and career-ending. FCC attor-
neys advise their clients to issue political advertising policy statements and to
maintain a station political advertising checklist (Figure 7.5). Now, on to the
specifics of the laws and regulations.

The “equal opportunities” provision of Section 315 of the Communications
Act is commonly (and incorrectly) referred to as the “equal time” provision. It
allows broadcasters to permit a legally qualified candidate for public office to
“use” a station’s facilities, but they must afford equal opportunities to all other
opposing legally qualified candidates for that office, provided a request for
equal opportunities is made within seven days of the first prior use.

The use of a broadcast facility by a candidate is defined as any appearance
on the air by a legally qualified candidate for public office, where the candi-
date either is identified or is readily identifiable by the listening or viewing
audience. Appearances by candidates in the following types of broadcasts are
not considered “uses” and are exempt from the provision:

• bona-fide newscasts

• bona-fide news interviews

• bona-fide news documentaries (if the appearance of the candidate is
incidental to the presentation of the subject or subjects covered by the
news documentary)

• on-the-spot coverage of bona-fide news events (including but not limit-
ed to political conventions and activities incidental thereto)

In response to petitions from the National Association of Broadcasters (NAB)
and others, the FCC authorized broadcasters to sponsor political debates. In
1987, the debate exemption was expanded to cover candidate-sponsored
debates.20 In both cases, even if all competing candidates do not appear in the
debate, the broadcast will be exempt from the equal opportunities require-
ments, provided the debate has genuine news value and is not used to advance
the candidacy of any particular individual. Also, taped debates need not be
aired within 24 hours of their occurrence to qualify for exemptions, as long as
they are broadcast currently enough so that they are still bona-fide news.
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Specifically, licensees now may air in-studio debates featuring only the
most significant candidates. Minor candidates are not entitled to request other
air time if they are not invited to appear.

In 1991, the Section 315(a) (4) exemption was expanded to include a sit-
uation in which a local television station dedicated an hour of time to be
shared equally by the two major presidential candidates for separate 30-
minute presentations. Although not technically a debate, it did qualify for the
use exclusion.21

If a broadcast constitutes a “use” of a station by a legally qualified candi-
date for public office, Section 315 of the Communications Act prohibits a sta-
tion from censoring the broadcast content, directly or indirectly. This “no
censorship” provision bans a station from refusing to broadcast a “use” by a
candidate or any person connected with the content or format of the broad-
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cast. Thus, even if the proposed broadcast contains libelous statements, the
station is prohibited from rejecting it. For this reason, the U.S. Supreme
Court has exempted broadcasters from liability under state libel and slander
laws for any defamatory material contained in such a broadcast use.

Under Section 312(a)(7) of the Communications Act, broadcasters are
required to allow “reasonable access to or to permit purchase of reasonable
amounts of time for the use of a broadcasting station by a legally qualified
candidate for Federal elective office on behalf of his candidacy.” In 1971, the
FCC ruled that each licensee has a public interest obligation to make the
facilities of its station “effectively available” to all candidates for public office.
It was assumed that this rule would be considered in a case-by-case manner.

Comparisons between the requirements of Sections 315 and 312(a)(7)
always seem to cause confusion. It can best be avoided by remembering that,
under Section 315, a broadcaster has no obligation to political candidates
unless one of them has been allowed to use the broadcast facility. Section
312(a)(7), on the other hand, requires a broadcaster to provide time to candi-
dates for federal elective office. Section 315(b)(1) and (2) of the 1934 act set
standards for rates to be charged to political candidates. The following para-
graphs summarize the rate advice one law firm provides to its clients: 

Pre-election Period and Lowest Unit Charge
For “uses” broadcast during the forty-five days before a primary or primary

runoff election and sixty days before a general election (including election day),
you may charge candidates no more than your “lowest unit charge” for the same
class (rate category) of advertisement, the same length of spot, and the same
time period (daypart or program). The candidate must be sold spots at the low-
est charge you give to your most favored advertiser for the same class, length of
spot and time period. If your lowest unit charge is commissionable to an agency,
you must sell to candidates who buy direct at a rate equal to what the station
would net from the agency buy. This agency rule does not apply to spots sold
by a station’s national rep firm.

Candidates get the benefit of any volume discounts you offer to other adver-
tisers even if they purchase only one spot. Thus, if you charge $20 for a single
one-minute spot and $150 for ten one-minute advertisements (or $15 per ad),
you may charge a candidate only $15 for a one-minute ad even if the candidate
buys only one spot. However, you can offer legally qualified candidates an addi-
tional volume discount from the lowest unit charge for purchases that do not
qualify for the volume discount, but you must make the volume discount avail-
able on a non-discriminatory basis to all candidates.

Any station practices that enhance the value of advertising spots must be
disclosed, and must be made available to candidates. These include, but are
not limited to, discount privileges that affect the value of the advertising, such
as bonus spots, time-sensitive make goods, preemption priorities, and other fac-
tors that enhance the value of the advertisement. Under the rules, if you have
provided any commercial advertiser with even a single time-sensitive make-
good for the same class of spot during the preceding year, you must provide
time-sensitive make goods for all candidates before the election.

Who Is Entitled to the Lowest Unit Charge?
Only “uses” by legally qualified candidates for public office are entitled to the

lowest unit charge. The candidate must appear personally in the spot by voice or
image, and the appearance must be in connection with his or her campaign. If
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the owner of the general store runs for sheriff, he or she is not entitled to the
lowest unit charge for spots promoting the store’s weekly specials.

A demand for equal opportunities can change this. A candidate making a
valid equal opportunity claim in response to his or her competitor’s spots will be
entitled to the same rate the competitor paid, and may use the time any way he
or she sees fit. If the candidate he or she is responding to got the lowest unit
charge, he or she gets it too, by operation of the equal opportunities provision.22

In addition to all the other requirements, broadcasters have an affirmative
obligation to discover who is behind the nominal sponsoring organization of
political advertising.

All of these matters, including “issues” advertisements, are now subject to
Congressional and Department of Justice examination.

BIPARTISAN CAMPAIGN REFORM ACT OF 2002 (BCRA)

This law, also known as the Campaign Spending Law, amended Section 315
of the 1934 Communications Act.

As noted earlier, candidates for federal elective office receive the lowest
unit rate 45 days before a primary or 60 days before a general election. BCRA
requires that federal candidates must do something additional to qualify for
the lowest unit rate. At the time of purchase of lowest unit rate spots, the can-
didate or the authorized committee must certify in writing that the candidate
will not make any direct reference to another candidate for the same office
unless the political spot contains, for radio, a personal audio statement voiced
by the candidate and identifying the candidate and the office being sought
and announcing that the candidate has approved the broadcast. 

For television and cable, a clearly identifiable photograph or similar image
of the candidate must be shown for at least four seconds and a simultaneous-
ly displayed printed statement must identify the candidate and advise that the
candidate approved the broadcast and that the candidate or the candidate’s
authorized committee paid for the broadcast.

BCRA was to be the law that outlawed the unregulated and unrestricted
use of soft money. It was to be replaced by third-party issue ads. Third-party
issue ad organizations are called 527s. In the 2004 presidential campaign,
such organizations generated much controversy.

As to third-party issue ads (i.e., political ads that advocate the election or
defeat of federal candidates or solicit any political contributions, but are not
authorized by a federal candidate or the candidate’s authorized campaign com-
mittee), the ad must state that it is not authorized by any federal candidate and
identify the name of the responsible political party, committee, person and/or
connected organization paying for the broadcast. For television and cable, this
statement is required to be made with an unobscured, full-screen view of a rep-
resentative of such committee or other person in voice-over. It must also appear
for at least four seconds in a clearly readable manner with a reasonable degree
of contrast between the background and the printed statement. Surely, you
have seen or heard these announcements. Now, you know why.

BCRA also imposed some new public file requirements. They are set out
later in the chapter.
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FAIRNESS DOCTRINE

The Fairness Doctrine required broadcasters to devote time to coverage of
“controversial issues of public importance” and to make sure that such cover-
age was not grossly out of balance. In other words, reasonable opportunity was
to be afforded for presentation of contrasting views. It was left to broadcasters
to decide what issues were controversial and how to treat them on the air.

After calling the Fairness Doctrine the sine qua non for broadcast license
renewal in 1974, the FCC declared it unconstitutional and essentially unen-
forceable in 1987.23 Subsequent to its repeal, Congress each session, until
1993, annually passed a law to codify the doctrine. Since the Republicans
took over Congress in 1995, there has been no such effort and the FCC has
shown little interest. 

In 2000, the FCC repealed its personal attack and political editorial rules,
both corollaries of the Fairness Doctrine. That action would seem to have
sealed its fate.

However, the FCC’s media ownership rules may give it life again. The
objections to the perceived loss of localism as a consequence of ownership
concentration in local markets may revive the doctrine’s corpse. Localism is
intertwined inextricably with Fairness Doctrine concerns.

CHILDREN’S PROGRAMMING

The FCC began a study of children’s television programming in the early
1970s. In 1974, it issued a Children’s Television Report and Policy Statement.
The Commission stated that television stations would be expected to provide
diversified programming designed to meet the varied needs and interests of
the child audience. It said that television stations should provide a “reason-
able amount” of programming designed for children, intended to educate
and inform, not simply to entertain.

On December 22, 1983, the FCC adopted a report and order terminating
its 13-year inquiry into this kind of programming. While reaffirming the obli-
gations of all commercial broadcast television stations to serve the special
needs of children, it rejected the option of mandatory programming require-
ments for children’s television by a three-to-one vote. As a result, broadcasters
could justify their inattention to such programming based on alternate chil-
dren’s programming available in the market on public television or cable.

Citizens’ groups were outraged by the perceived FCC abandonment of the
licensee’s obligation to children’s programming. Their unhappiness was
intensified by the FCC’s 1984 elimination of commercial guidelines for chil-
dren’s programming.

In 1990, activists succeeded in their efforts to restore commercial limits
and licensee program obligations for children, and the Children’s Television
Act passed. President Bush (the elder) signed the law and, in 1991, the FCC
adopted regulations implementing the act. They went into effect in 1992.24

As administered by the FCC, the act no longer allows broadcasters to sat-
isfy their children’s programming obligation by relying on what is available on
cable and public television. Children’s programming was defined as those
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“programs originally produced and broadcast primarily for an audience of 12
years old and under.”25 Broadcasters’ compliance with the program require-
ments would be examined at license renewal time. The law also reimposed
limitations on commercials in children’s programming: 12 minutes per hour
on weekdays and 10.5 minutes on weekends.

Under regulations adopted by the FCC to implement the 1992 law, televi-
sion stations had to report quarterly in their public inspection file their com-
pliance with the commercial limits requirements. In addition, TV stations
were to keep an annual list of programming and other efforts geared to meet
the educational and informational needs of children.

FCC experience under the new regulations was not good. Fines for
exceeding the commercial limits were sizable and frequent. The anticipated
children’s programming upgrade and improvement did not occur.

After four years of experimentation under the Children’s Television Act,
the FCC in 1996 issued new rules and new reporting requirements. The
Telecommunications Act required TV stations to air at least three hours per
week of “core” children’s programming, which is defined as programming
designed to educate and inform children. It must air on a regularly scheduled
basis weekly during the hours of 7:00 A.M. to 10:00 P.M. Such programming
must be at least 30 minutes in length.

To monitor compliance with its new rules, the FCC also introduced FCC
Form 398, which television stations must complete on a quarterly and annu-
al basis. It requires the reporting television station to have a named children’s
programming liaison and to report performance for the quarter just ended
and plans for the quarter coming up. The station must also notify the public
of the existence of Form 398 and collect public comments on its children’s
programming.

OBSCENITY, INDECENCY, AND PROFANITY

The U.S. Criminal Code forbids the utterance of “any obscene, indecent, or
profane language by means of radio communication.”26 The problem, as it
pertains to programming, is the definition of what is obscene or indecent.

The prevailing standard for obscenity was adopted by the U.S. Supreme
Court in its 1973 resolution of Miller v. California. The Court’s three-part test
is: (1) whether the average person, applying contemporary community stan-
dards, would find that the work, taken as a whole, appeals to prurient inter-
ests; (2) whether the work depicts or describes in a patently offensive way sex-
ual conduct specifically defined by applicable state law; and (3) whether the
work lacks serious literary, artistic, political, or scientific value.

After the Miller case, the FCC standard for indecency was the “seven dirty
words” test announced in the Pacifica case involving George Carlin.27 That
changed in 1987, when the FCC issued a new indecency standard.28 It is
now defined as “language or material that depicts or describes, in terms
patently offensive as measured by contemporary community standards for the
broadcast medium, sexual or excretory activities or organs.” Contemporary
community standards, said the FCC, were meant to be those of the average
broadcast viewer or listener.
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The 1987 indecency standard has been a problem from its inception.
There have been three major points of contention: What was prohibited?
When was it prohibited? How much would violations cost? The standard
itself has been upheld by court decisions in the face of claims that it is vague
and indefinite.29

Enforcement hours have been another story. Originally, the FCC pro-
posed a “safe harbor” when adult programming might be broadcast. That
time period was identified as the hours of midnight to 6:00 A.M. For a time,
under a congressional mandate, the FCC extended the coverage of its inde-
cency rule to 24 hours a day. However, the courts repeatedly refused to
allow the FCC limitations. The issue was finally resolved in 1995 when the
U.S. Court of Appeals for the D.C. Circuit ruled that the FCC could per-
mit the broadcasting of indecent material between the hours of 10:00 P.M.
and 6:00 A.M. 30

In addition to establishing safe harbor hours for adult content, the FCC,
as noted in Chapter 4, “Broadcast Programming,” has approved a voluntary
ratings system to alert viewers to adult content, indecency, and violence in tel-
evision programming.

Another major enforcement wrinkle is the amount of an FCC fine. Under
current forfeiture schedules, the basic one-time indecency fine is $7,000, with
statutory discretion based on circumstances to raise that to a maximum of
$27,500. In June 2004, the FCC adjusted its maximum forfeiture penalties to
reflect inflation. The new rates for indecency are $32,500 per violation or per
day of a continuing violation with the amount of continuing violation not to
exceed $325,000.31 Many of the cash penalties imposed so far have been
against New York “shock jock” Howard Stern. His show is syndicated nation-
ally, and the FCC has been fining both the originating and carrying stations. 

Clear Channel Communications carried Stern in six markets and it was
fined $175,000 by the FCC in 2004.32 The company agreed to the fine and
told Congress it was cleaning up its act. “Zero tolerance” is the term it uses to
describe its indecency policy.33 Major broadcasting companies are trying to
pass through indecency fines to talent. In some instances, talent has been
fired and, like Stern, may be heading for the unregulated satellite skies.34

The frenzy over indecency was triggered by a television show and not a
radio show. In February 2004, singer Janet Jackson had an on-the-air
“wardrobe malfunction” during the Super Bowl halftime show with Justin
Timberlake.35 In September 2004, the FCC fined CBS, the offending net-
work, $550,000 for the incident.

Consequently, congressmen and senators outdid each other in their zeal to
raise the indecency fine.36 So as not to miss the boat, the FCC began consid-
eration of a requirement that broadcasters record and archive their programs
for possible indecency compliance issues.37

Indecency has been, and will be, a major initiative for the FCC. Litigation
is costly, and broadcasters who cannot afford to fight for perceived First
Amendment principles would be well advised to be cautious in observing a
less-than-definite standard. The only real definition we had from the FCC on
indecency pertains to the “F word.” It is bad, anywhere and anytime,38 even
at the 2004 Democratic National Convention on CNN.39
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VIOLENCE

Violence is, and has been, an area of industry self-regulation. While threaten-
ing regulation, the FCC knows very well, given its problems with indecency,
that program content regulations are difficult to enforce. From time to time,
members of Congress, like the late Senator Paul Simon, have threatened leg-
islation. However, each time the industry has escaped.

One serious threat was resolved when the FCC adopted a table of volun-
tary program ratings (see Appendix A, “TV Parental Guidelines”) designed to
alert viewers to program content. Compliance with the ratings by program
exhibitors has not been universal.

In addition to the ratings initiative, there was also an agreement by the tel-
evision networks to pay for an ongoing independent study of the level of vio-
lence in television programming. The agreement followed threats of FCC
regulation and congressional legislation.

However, the wolf is at the door again. A motivated FCC, in the company
of some powerful U.S. senators, has opened a new notice of inquiry into
violent programming. Part of this incentive comes from the 2004 indecency
frenzy. There has been an effort in Congress to exile violent programming to
the safe harbor established for indecency.40 Time will tell.

RACIAL SLURS

Shock jocks are not new to the airwaves, but the audience fragmentation of
the 1990s and the success of Howard Stern have led to a shock jock breakout
from East to West. More and more on-air hosts are pushing the envelope of
acceptable standards for program content. Complaints about problem con-
tent are no longer limited to indecency. The 1990s saw an increasing number
of allegations of racism.41

The FCC has been confronted with the problem of racial comments in
the past. Its policy has been to rely on industry self-regulation, and it has no
fine or forfeiture for such comments. The FCC’s position is that federal law
does not prohibit them. Indeed, the U.S. Supreme Court has decided that
hate speech is protected First Amendment activity.42

In one case, the FCC was asked to halt the sale of a Washington, DC, radio
station to a company that employed a disc jockey who allegedly made racial-
ly insensitive comments on the air. In a petition filed to block the sale, the
African-American Business Association said that the sale would create a hos-
tile environment for Blacks working at the station.43

While a search is under way to find a solution to this emerging problem at
the national level, the current remedial approach appears to rely on the
amount of pressure that can be brought against management by community
groups. In one instance, community pressure was joined by a withdrawal of
advertising support for the offending program, and station management elect-
ed to suspend and then fire the disc jockeys.44 In 1998, five years after their dis-
missal, the disc jockeys were hosting a successful nationally syndicated morn-
ing show in the same market. Where dictates of good taste do not govern an
air host’s behavior, perhaps concern about occupational longevity would be an
appropriate guiding principle. But, obviously, it does not always work.
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ON-THE-AIR HOAXES

The electronic media industry has a legacy of spoofs and hoaxes dating back
to the famous 1938 “War of the Worlds” broadcast by Orson Welles. His elab-
orate radio production describing an invasion from Mars caused a panic.

The late 1980s and early 1990s saw a new rash of incidents, perhaps anoth-
er by-product of audience fragmentation. One, in St. Louis, resulted in a sub-
stantial FCC fine. In that case, a disc jockey for KSHE-FM aired a Civil
Defense alert for impending nuclear attack.45 The fact that it occurred in the
midst of the Gulf War only intensified audience reaction.

Responding to this and other complaints, many involving false reports of
crimes, the FCC issued a new hoax rule in 1992. It forbids the broadcast of
false information concerning a crime or catastrophe if (1) the information is
known to be false; (2) it is foreseeable that the broadcast will cause substan-
tial public harm; and (3) broadcast of the information does, in fact, directly
cause substantial harm.46 The basic FCC one-time fine for knowingly broad-
casting a hoax is $7,000.

LOTTERIES

There has been a long-time FCC requirement that prohibits stations from
broadcasting any advertisement or information concerning a lottery. As noted
in Chapter 6, “Broadcast Promotion and Marketing,” there are three elements
to a lottery: prize, chance, and consideration. The prize must consist of some-
thing of value. Chance means that skill will not improve a player’s chance of
winning. Consideration means that the contestant has to provide something
of value to participate. Listen- or watch-to-win requirements by many stations
are not deemed to be consideration.

Many states have lotteries that use the electronic media to promote and dis-
seminate information, but there was some concern that the FCC lottery pro-
hibition would prevent broadcasters from airing lottery spots and news. To
remedy the situation, Congress passed a law stating that the lottery rule
should not apply to “an advertisement, list of prizes, or information concern-
ing a lottery conducted by a state . . .  broadcast by a . . . station licensed to a
location in that state or adjacent state which has a lottery.”47

Congress revisited the lottery question in 1988 when it passed the Charity
Games Advertising and Clarification Act. The FCC implemented the law in
1990.48 In essence, the new rules created further exemptions to the general
lottery prohibition. Basically, lotteries for tax-exempt charities, governmental
organizations, and commercial establishments running an occasional lottery
may be advertised now. To qualify, however, the lottery and its advertising
must be legal under state law.

The FCC does have a fine for noncompliance with the lottery rule: $4,000
per occurrence. This is one area in which broadcasters may need local legal
advice before proceeding.

In recent years, questions have arisen about the ability of broadcasters to
carry commercials for casinos that have sprung up around the country.
Initially, the FCC reasoned that, under the lottery prohibition of the United
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States Code,49 they could not. There has been a series of cases on the topic
and, in 1998, the Supreme Court refused to review a decision of the Ninth
Circuit U.S. Court of Appeals that found the FCC’s gambling prohibition
unconstitutional.50

The FCC has said that it will enforce its gambling casino advertising pro-
hibition in those states not affected by the decision, absent a court order.
Apparently, gambling advertising will be legally contested state-by-state.

OTHER REGULATIONS

The deregulation era has seen the termination of many regulations, some of
long standing. Most were eliminated in the FCC’s “regulatory underbrush”
proceedings in the 1980s, which allowed other federal agencies, like the
FTC, to enter the regulatory void. Among the FCC regulations discontinued
were those pertaining to

• double billing

• distortion of audience ratings

• distortion of signal coverage maps

• network clipping

• false, misleading, or deceptive advertising

• promotion of nonbroadcast business of a station51

Obviously, many rules remain in effect. Two that bear mention are rules
regarding contests and phone conversations. The FCC has a strict contest
rule.52 As noted in Chapter 6, “Broadcast Promotion and Marketing,” it
requires the following:

• A station must fully and accurately disclose the material terms of the
contest (prizes, eligibility, entry terms, etc.).

• The contest must be conducted substantially as advertised.

• Material terms of the contest may not be false, misleading, or deceptive.

As applied by the FCC, failure to mention a relevant fact can be as serious as
making a false statement. For example, advertising a resort stay as a contest
prize must include information that transportation is not included, if it is not.

FCC phone conversation rules also survived the “underbrush” proceedings.
Simply stated, persons answering the phone must grant permission before their
voice is put on the air live or prior to recording it for later broadcast.

ANNOUNCEMENTS

As used in broadcasting, the word “announcement” has a multitude of mean-
ings and just as many regulations to cover them.
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If a broadcast station or network airs a program that relates to an element
of time that is significant, or if an effort is made by the program content to cre-
ate the impression it is live, an announcement must be made stating that the
program is either taped, filmed, or recorded.

A good example might be ABC-TV’s “The Day After,” which dealt with the
time in which we live and the fear of World War III and a nuclear holocaust.
The program was done in such a way that it seemed that the action was tak-
ing place live. The producers included messages at the beginning and end of
the program that it was a taped dramatization.

Broadcast stations are required to identify themselves at the beginning of
daily operations and at the end of operations for that day. In other words, sta-
tions must start and end their broadcast day with station identification
announcements. They are also required to air a station identification hourly, as
close to the hour as feasible at a natural break in the programming. Television
stations may make their station identifications either visually or aurally.

When a station broadcasts any material for which it receives compensa-
tion, it must identify the person or group sponsoring the broadcast.
Compensation refers to money, services, or other valuable consideration.
Sponsorship identification remains a problem, particularly in children’s
shows where the station receives the program from a distributor in exchange
for air time.

Disregarding the sponsorship identification rule has landed some stations in
trouble for payola, the practice whereby recording company representatives
have secretly rewarded disc jockeys for playing and plugging certain records.
Payola is one FCC policy that has not been a casualty of deregulation.

Similarly, the sponsorship identification rule also applies to plugola. That
is the on-the-air promotion of goods or services in which someone selecting
the material broadcast has an undisclosed financial interest.

In broadcasting, there is a type of announcement referred to as a “teaser”
or “come-on” spot. This announcement may consist of catchwords, slogans,
symbols, and so forth. The intent is to arouse the curiosity of the public as to
the identity of the advertiser or product to be revealed in subsequent
announcements. The FCC has ruled that, even though the final advertise-
ment in a campaign fully identifies the sponsor, the law requires that each
teaser announcement reveal the identity of the sponsor.

When concert promotions are carried on a station and it receives some
type of valuable consideration in return, the station must make this fact
known. Concert-promotion television announcements for which considera-
tion has been received must be logged as commercial announcements.

Finally, there are public service announcements. These are announce-
ments aired by the station without charge and include spots that promote pro-
grams, activities, or services of federal, state, or local governments (e.g., sales
of savings bonds), or the programs, activities, or services of nonprofit organi-
zations (e.g., Red Cross, United Way), or any other announcements regarded
as servicing community interests. Here, the station must identify the group on
whose behalf the PSA is being aired.
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COMMERCIAL POLICIES

Commercial broadcasting in the United States operates in a free-enterprise
system. Profit is the motivating factor, and it comes from a station’s success in
generating revenue from advertisers.

The public interest should be the primary consideration in program selec-
tion. However, as part of the deregulation of radio and television, the FCC
has eliminated all program-length commercial restrictions. The rationale is
the belief that audience selection and other marketplace forces will be more
effective in determining advertising policies that best serve the public.

On the other hand, the FCC continues to prohibit the intermixture of
commercial and programming matter. Its basic concern is whether a licensee
has subordinated programming in the public interest to commercial program-
ming, in the interest of salability. The selection of program matter that
appears designed primarily to promote the product of the sponsor, rather than
to serve the public, will raise serious questions as to the licensee’s purpose.
But the fact that a commercial entity sponsors a program that includes con-
tent related to the sponsor’s products does not, in and of itself, make a pro-
gram entirely commercial.

If the program content promotes an advertiser’s product or service, one key
question the FCC will ask is on what basis the program material was select-
ed. If the licensee reviews a proposed program in advance and makes a good-
faith determination that the broadcast of the program will serve the public
interest and that its information or entertainment value is not incidental to
the promotion of an advertiser’s product or service, the program will not be
viewed as a program-length commercial. To avoid any possible questions by
the FCC, care should be taken to separate completely the program’s content
and the sponsor’s sales messages.

Another commercial policy deals with “subliminal perception.” Briefly, this
pertains to the practice of flashing on a television screen a statement so quick-
ly that it does not register with the viewer at a conscious level, but does make
an imprint on the subconscious. For instance, if a station or network were to
flash on the screen the words “Buy Coke” every ten seconds throughout a pro-
gram, in all probability the viewer would have a strong desire to buy a Coke by
the end of the program. It is quite obvious why this type of advertising is illegal.

For years, radio and television broadcasters have been accused of “crank-
ing up the gain,” so to speak, on their commercials. Whether the commercials
are louder than the program itself has to be determined on an individual basis.
The FCC requires that stations take appropriate measures to eliminate the
broadcast of objectionably loud commercials.

The sale of commercial time is the lifeblood of the broadcasting industry.
However, there may be times when a licensee does not want to sell time to an
individual or group. The courts have held that broadcast stations are not com-
mon carriers and may refuse time for products or services they find objectionable.
The licensee also may refuse to do business with anyone whose credit is bad.

Whether stations should be required to sell time for opinion or editorial
advertising was an open question until 1973, when the Supreme Court
upheld the principle of licensee discretion. Care should be taken to note the
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exceptions to the general rule. First, it is obvious that stations cannot refuse
to sell time to a political candidate in response to a valid Section 315 equal
opportunities request. Second, the antitrust laws make it illegal for a station to
refuse advertising if the purpose of the refusal is to monopolize trade or if the
refusal is part of a conspiracy to restrain trade.

Prior to the FCC’s “postcard renewal” and deregulation proceedings,
license renewal applicants were required to state the maximum amount of
commercial matter they proposed to allow in any 60-minute period.
Currently, there is no rule that limits the amount of commercial material that
may be broadcast in a given period of time.

Restrictions placed on commercials in children’s programs included com-
mercial limits, separation of program and commercial matter, excessive pro-
motion of brand names, and false advertising. The FCC had eliminated com-
mercial limits in its deregulation of television, but a federal court found that
it had inadequate justification to do so. As noted earlier, the Children’s
Television Act of 1990 reimposed commercial limits of 12 minutes per hour
on weekdays and 10.5 minutes per hour on weekends. The act also directed
the FCC to reexamine the question of program-length commercials with
respect to children’s programming. In a 1992 proceeding convened to imple-
ment the act, the FCC defined such a commercial as a “program associated
with a product in which commercials for that product aired.”

OTHER POLICIES

PUBLIC INSPECTION FILE

All broadcast stations must keep certain documents and information open to
public inspection at “the main studio of the station, or any accessible place”
in the community of license during regular business hours. Public inspection
file content must now be retained for the entire license term of eight years. In
addition to permitting on-site inspection, stations must make photocopies of
public file contents available upon receiving telephone requests for such con-
tents. Under public file rules adopted by the FCC in mid-1998 and by
Congress in the Bipartisan Campaign Reform Act of 2002, stations may main-
tain all or part of their public file in a computer database rather than in paper
files.

Set forth below is a summary of the contents of the public inspection file
required under the new rules. Except where noted, the requirements apply to
both commercial and noncommercial stations.

Authorizations: A station’s current authorization (license and/or construc-
tion permit) and any documents that reflect a modification of or condition
on the authorization.

Applications: All applications filed with the FCC and related materials,
including information about any petitions to deny the application served
on the applicant. These are retained as described above.
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Citizen Agreements: All written agreements with citizens groups, which
must be retained for the duration of the agreement, including any
renewals or extensions.

Contour Maps: A copy of any service contour maps submitted with any
application filed with the FCC, together with other information in the
application showing service contours, main studio, and transmitter site
locations. This information is retained as long as it is current and accurate.

Ownership Reports: The most recent complete ownership report filed with
the FCC, any statements filed with the FCC certifying that the current
report is accurate, plus any related material. Copies of the contracts listed
in the report or an up-to-date list of those contracts are also required.
Copies of contracts must be made available within seven days if the latter
option is chosen.

Political File: The requirements were changed by the Bipartisan
Campaign Reform Act of 2002. This law imposes supplemental public file
requirements for certain issue ads that are not subject to the access, equal
opportunities, and lowest unit rate rules applicable to candidate ads. The
new requirements apply not only to ads placed by candidates for federal
elective office, but also to national issue ads purchased by corporations,
labor unions, public interest groups, PACs, etc., to present messages that
support or oppose any federal law, regulation or policy, or that support or
oppose any change in such federal requirements.

On issues relating to any “political matter of national importance,”
broadcasters and cable systems must retain in their public inspection file
the following:

1. a record of each request to buy time
2. a note as to whether the request was accepted or rejected
3. the rate charged, if it was accepted
4. air dates and times
5. the class of time purchased
6. the issue involved
7. if applicable, the name of the candidate and election/office
8. the name of the purchaser and contact person and a list of the

chief executive officer/board of directors
All requests for time that a station receives from a candidate for public
office, and a description of how the station responded to the request, are
retained for two years.

Annual Employment Reports: A copy of all annual employment reports
filed with the FCC and related material. These are retained for the entire
license term.

The Public and Broadcasting: A copy of the revised manual (when it
becomes available).

Public Correspondence: A copy of all written comments and suggestions
received from the public, including E-mail communications, regarding
the station’s operation, unless the writer requests the correspondence not
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be made public, or the licensee believes that it should be excluded from
the file based on its content (for example, defamatory or obscene letters).
E-mail correspondence may be retained as described above. (Note that
this requirement does not generally apply to noncommercial stations, but
such stations may choose to retain letters from the public regarding vio-
lent programming. All TV stations are required to file with their license
renewal applications summaries of any letters received regarding violent
programming.)

Material Related to an FCC Investigation or Complaint: Material that has
a substantial bearing on a matter that is the subject of an FCC investiga-
tion or a complaint to the FCC about which the applicant, permittee, or
licensee has been advised. This is retained until the FCC provides written
notification that the material may be discarded.

Issues/Programs Lists: The quarterly list of programs that have provided the
station’s most significant treatment of community issues during the preced-
ing three-month period. Each list should include a brief narrative describ-
ing the issues to which the station devoted significant treatment and the
programs (or program segments) that provided this treatment, including
the program’s (or segment’s) title, time, date, and duration. These are due
on January 10, April 10, July 10, and October 10 of each year and must be
retained for the entire license term.

Children’s Commercial Limits: For commercial TV stations, quarterly
records sufficient to substantiate the station’s certification in its renewal
application that it has complied with the commercial limits on children’s
programming. The records for each calendar quarter must be placed in the
file no later than the tenth day of the succeeding calendar quarter (e.g.,
January 10, April 10, etc.). These are retained for the entire license term.

Children’s Television Programming Reports: For commercial TV stations,
the quarterly Children’s Television Programming Report on FCC Form
398 showing efforts during the preceding quarter and plans for the next
quarter to serve the educational and informational needs of children. This
must be placed in the file no later than the tenth day of the succeeding cal-
endar quarter (see above). These reports are kept separate from other mate-
rials in the public file and are retained for the entire license term.

License Renewal Local Public Notice Announcement: Statements certifying
compliance with the local public notice requirements before and after the
filing of the station’s license renewal application. These are retained for
the same period as the related license renewal application.

Radio Time Brokerage Agreements: For commercial radio stations, a copy
of each time brokerage agreement related to the licensee’s station or
involving programming of another station in the same market by the
licensee. Confidential or proprietary information may be redacted where
appropriate. These are retained for as long as the agreement is in effect.

Must-Carry/Retransmission Consent Election: For TV stations, a statement
of the station’s election with respect to either must-carry or retransmission
consent. In the case of noncommercial stations, a copy of any request for
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mandatory carriage on any cable system and related correspondence.
These are retained for the duration of the period for which the statement
or request applies.

Donors’ Lists: For noncommercial stations only, a list of donors supporting
specific programs. This is retained for two years.

OPERATING REQUIREMENTS

The legal guidelines for operation comprise one of the most important poli-
cies for a broadcaster. In the early days of radio, broadcasting stations went on
the air when they pleased and where they pleased. Adhering to an assigned
frequency was of no concern. With the passage of the Communications Act
of 1934, broadcasting became highly regulated. Despite deregulation of many
areas of station activity, the FCC continues to monitor technical operations
very closely.

When licensees are allocated a channel for broadcast purposes, in effect
they have entered into a contract. They must keep their signal on that chan-
nel and at the power allotted to them at all times. They are also required to
run checks on their entire transmitting system and to note and retain the
information gathered.

Licensees must observe FCC rules on the painting and lighting of towers,
whether they own them or not. The FCC is now emphasizing observation of
these rules and has an authorized $10,000 fine to deal with those who do not
adhere to them. A similar initiative has been under way to ensure that all sta-
tions have Emergency Alert System equipment in operational order. The fine
for a deviation is $8,000. Those stations with directional patterns must keep
them within prescribed limits or be subject to a $7,000 fine.

Inspectors from one of the various FCC field offices arrive unannounced
and inspect the station for violation of the FCC’s engineering standards and
other rules. After the inspection, the licensee will receive either (1) no notice
at all, if the inspector determines that no violation exists; (2) a letter alerting
the station that a problem does exist that could, if continued, result in a vio-
lation or prevent the station from performing effectively; or (3) an official
notice of violation.

An important fact for all managers of broadcast stations to keep in mind
is that, no matter how good their programs are, no matter how grandiose their
facility may be, or how efficient their sales staff is, everything within their
command is just as good as the technical staff that keeps the station on the
air.

FINES AND FORFEITURES

Sections 503(b)(1) and (2) of the 1934 act authorize the FCC to levy mone-
tary fines and forfeitures for violations of its regulations or certain federal
statutes. For a review of the violation classifications and the base fine for each,
see Section 1.80(b) of the FCC’s Rules.53
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REGULATORY FEES

The Omnibus Budget Reconciliation Act of 1993 requires the FCC to assess
annual regulatory fees. These “user fees” are separate and distinct from appli-
cation fees, which were authorized in 1987. Collection commenced on April
1, 1994, and the FCC may levy a late fee of up to 25 percent.

Regulatory fees for radio are determined by class and market size and range
from $350 to $8,775. Fees also are imposed on AM and FM construction per-
mits. Television fees vary with VHF or UHF allocation and market size.
Again, construction permit fees are assessed. 

DEALING WITH COMPLAINTS

For the most part, stations only receive complaints when an individual or
group is angry about a program, a news report, a commercial, an editorial, or
something technical like “your darn station is coming in on my toaster.”

However, some people complain not only to stations, but also to the
FCC. It disposes of most complaints by sending a letter to the complainant
without ever contacting the broadcast station in question. For complaints
involving political broadcasts or questions of access, the FCC encourages
good-faith negotiations between licensees and persons who seek broadcast
time or have related questions. In the past, such negotiations often have led
to a disposition of the request or questions in a manner that is agreeable to
all parties.

In general, the FCC limits its interpretive rulings or advisory opinions to
cases in which the specific facts in controversy are before it for decision.

Written complaints to local stations must be kept in the public file, and
management should act or react to the complainant as soon as possible. Radio
and television station operators are in a business where the image of the sta-
tion must be a positive one or the audience may simply turn the dial or shut
the TV or radio off. Good public relations are important ingredients in the
management of any electronic media system.

WHAT’S AHEAD?

With deregulation and some of the controversies that have ensued, the ques-
tion now is what further changes, if any, will take place in the regulations and
the agencies that enforce them. If the broadcast industry accepts the respon-
sibility of self-regulation, deregulation may continue.

Accordingly, deregulation brings additional responsibilities for the broad-
cast manager. Some management decisions, especially in the area of pro-
gramming, will have to be looked at in a different light without the federal
regulations to guide the industry. If the industry does not take advantage of
deregulation, it will find the old regulations being imposed once again. It is
going to take time to determine whether or not broadcasters are willing to
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seize the opportunity to function in an environment similar to that of the print
media. Responsible management will be the key.

SUMMARY

Traditionally, broadcast regulation has been based on the principles of the
public interest and scarcity. The public interest remains intact. However, the
FCC has effectively removed scarcity as a rationale.

The FCC was established by the Communications Act of 1934. It is the
agency charged with regulating the electronic media but, in recent years,
embarked on a program of industry deregulation. The Telecommunications
Act of 1996 escalated further deregulation and electronic media consolida-
tion. The law increased the participation of other arms of the federal govern-
ment, like the Department of Justice, in communication regulation. Another
agency, the FTC, polices advertising in broadcasting and other media.

Would-be and actual station licensees are required to file a large quantity
of information with the FCC. Forms must be submitted to request authoriza-
tion to construct a station and to obtain a license to operate. The FCC also
requires submission of ownership reports and license renewal forms, among
others.

Despite deregulation, the FCC retains and continues to enforce many
policies. There are restrictions on the numbers and kinds of stations that can
be owned by one person or entity in a single community and nationwide.
Programming policies cover, among other content, political broadcasts, and
the use of obscenity, indecency, and profanity.

Stations are required to maintain for public inspection a file containing
copies of all applications to the FCC, ownership and employment reports,
details of programs broadcast in response to community issues, and other
information. They also must comply with operating requirements set forth in
their license.

In this new era, broadcasters must show that they can operate responsibly
without close regulation. If they do not, a reimposition of at least some of the
terminated policies is likely. In fact, there is evidence of that now in the
FCC’s localism initiative, the indecency zero tolerance, industry reaction to
stiff fines, and in a reexamination of violence in programming.

CASE STUDY

WPOL-TV is the local news ratings leader in a presidential election battle-
ground state. It is an open election, with no incumbent. The presidential aspi-
rants and their supporters have beaten a path to WPOL’s door to buy time.

You are a salesperson at the station. Sitting across from you is a represen-
tative of something called “Swift Tanks for Truth.” This group, known as a
527 under the Bipartisan Campaign Reform Act of 2002, wants to buy news
program spots. The spot will feature a presidential candidate that Swift Tanks
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opposes. It will contain visual footage of their villain and will have voice-over
audio suggesting that the candidate’s tank triumphs are not what he represents
them to be. 

EXERCISES

1. Before you go any further with this client, what must you have him
do?

2. What must you give the potential client?

3. Are there any special tag-line requirements for the spot under the
BCRA of 2002? 

4. If Swift Tanks decides not to buy time, are your statutory responsibili-
ties at an end?

CASE STUDY

Bob “The Love Sponge” has been your ratings king at KLUV-FM for the last
ten years. The show has always been a little on the edge, but that is why it has
been so popular. However, each ratings period, it becomes a little harder to
come up with something more shocking than in the previous period.

It is now the fall book, most important for the new annual advertising
budgets.

Bob has a brain malfunction that results in the KLUV “Please call in when
you are having sex” contest. Unfortunately, Bob has not consulted manage-
ment and simply springs it one morning in drive time, beginning at 5 A.M.

The calls come pouring in and the two-way conversations often are more
than mere innuendo. By 6 A.M., the mayor is on the phone to the general
manager. It seems he listened for an hour to make sure he was not hearing
things. 

Listeners swamped the FCC with complaints. The FCC issued a notice of
apparent liability for violation of the FCC’s indecency rules. The show lasted
one day.

You are the GM trying to analyze the situation. 

EXERCISES

1. Since the show began at 5 A.M., during the FCC indecency “safe har-
bor,” can that be used as a defense?

2. Would the program concept in itself violate the FCC’s 1987 indecen-
cy definition?

3. Is the station absolved because Bob did not consult with management
before the start of the contest? 

4. If the FCC concludes that an indecency violation has occurred, what
will the fine be?
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5. Can the station collect the fine from Bob?

6. Is the station required to fire Bob?
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8

This chapter considers cable TV management by examining

• franchising and refranchising procedures

• managerial functions and responsibilities, with special
attention to programming, economics, marketing and
promotion

• revenue enhancement, and the role of digital prod-
ucts and services

• the regulatory environment in which cable systems
operate
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While Guglielmo Marconi was working toward his dream of a telegraph sys-
tem without wires, he would have laughed at the irony that, less than a centu-
ry later, telecommunications with wires would again be all the rage. To
Marconi and other electrical tinkerers of the early twentieth century, it was a
great goal to one day be able to send messages over long distances without the
need of wires. These electronic pioneers brought us radio and, later, television.
All the while, the fact remained that many more messages could be sent—
much more clearly—through cable than could be broadcast over the airwaves.

Marconi might have laughed. But broadcasters are not amused. Cable is a
major competitor, siphoning off audiences, revenues, and programming from
conventional terrestrial television services. Into the new century, the ultimate
irony is that hard-wired cable is itself under attack from wireless-to-home
satellite transmission.

More than 8,800 cable systems pass 97 percent of the nation’s 109 million
television households. Cable penetration totals almost 67 percent of those
homes, yielding more than 73 million subscribers. Of that number, 50 mil-
lion also subscribe to pay-cable services.1

Cable viewing shares have surged since the mid-1980s. In the 2003–2004
television season (September–May), more than 50 percent of all prime-time
television viewers watched ad-supported cable networks. This was the first
time that cable surpassed all seven terrestrial broadcast networks.2 Cable had
won the total day shares viewing five years earlier.

Cable’s audience growth has been accompanied by vigorous subscriber
services and advertising  revenue growth. Annual revenue in 2004 was $57.6
billion.3 It included advertising, video, Internet, phone, pay-per-view (PPV),
video-on-demand(VOD), and other services provided by the nation’s cable
systems.

Systems generate significant ad revenue, both local and national. Local
spot revenue is growing quickly and was expected to rise to $6 billion in 2005.
National spot at the local level runs about 20 percent of the local spot. That
would put it at about $1.2 billion in 2005. Percentage compounded annual
growth of cable ad revenue is in the midteens.

National advertiser-supported cable networks also generate significant
advertising revenue. It was projected at $14.5 billion for 2005.

As they look to the future, cable companies are contemplating ways of con-
solidating their profitability. As indicated above, many have already begun the
process of transforming themselves from program purveyors to suppliers of a
full range of communications services. Subscriber growth will be limited
because cable passes almost all TV households and satellite TV has become
a real subscriber competitor. So, cable television must increase its sales of cur-
rent and new products to an existing base of subscribers.

THE FRANCHISING PROCESS

Anyone considering a career in cable television should be familiar with the
basis of cable operation: franchising. The franchise agreement provides the
cable system with authorization to utilize public rights-of-way in conducting
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business, and establishes the terms and conditions under which this can be
done. The franchise is to cable what the license is to broadcast stations.

From the beginning, the process was an area of shared responsibility
between local and federal governments. Local governments issued the fran-
chise because of the uses cable systems made of city streets and other rights-
of-way. The Federal Communications Commission (FCC) set standards for
the provisions franchise agreements should include.

This structure of dual responsibility was confusing and ripe for abuse.
Revenue-starved cities placed many demands on potential cable operators as
preconditions to franchise issuance. This was true, particularly, when an
exclusive franchise was at stake. In their zeal to win, competing companies
made promises that were neither practical nor affordable. Bribery of officials
to obtain lucrative franchises was not unknown. No one was happy—neither
the local governments nor the operators.

It was in this climate that Congress enacted the Cable Communications
Policy Act of 1984. The act continued the requirement that operators obtain
a franchise. Franchising authority remained with local governments, and they
determined the franchise term.

However, limitations were imposed on what a government could demand
before granting a franchise. Cities could require franchisees to offer broad cat-
egories of programming (e.g., for children), but were not permitted to specify
carriage of particular networks or services to satisfy the requirement. They
could also include in the franchise agreement a provision that channel space
be allocated for public, educational, or governmental access, so-called “PEG”
channels. Systems with 36 or more channels had to provide space for commer-
cial leased access; in other words, channels available for lease by persons unre-
lated to the cable company.

The 1984 law provided that the franchise authority might grant one or
more franchises within its jurisdiction. Companies that overpromised in their
eagerness to obtain a franchise could receive relief upon adequate showing of
an inability to comply. Cities were entitled to collect a franchise fee from
cable operators. However, it could not exceed 5 percent of the cable system’s
gross revenue for any 12-month period. The act also freed systems from fran-
chise authority rate regulation.

The history of experience under the 1984 act was not one of success. Basic
provisions of the law were challenged in court by the cable industry itself.
One such provision was that which allowed franchise authorities to award
exclusive franchises.4 Deregulated cable rates exploded. The twin pressures of
litigation and consumer reaction forced Congress to reexamine cable regula-
tion. It did so, and passed the Cable Television Consumer Protection and
Competition Act of 1992. The major impact of the new law on franchise
requirements was a prohibition on the granting of exclusive franchises. The
law imposed many new obligations on franchisees and ended the “deregula-
tion” of cable. 

Four years later, Congress passed the Telecommunications Act of 1996.
This was a major electronic media deregulatory law that also impacted cable
television.

Basic requirements of the various laws are reviewed in the regulation sec-
tion later in the chapter.
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FRANCHISE RENEWAL

As noted earlier, cable franchises are issued by local governments, not the
FCC. Unlike broadcast licenses, cable franchises have no universally fixed
term. Each local authority sets the term of the franchise or franchises within
its jurisdiction. Before 1984, there were no universal rules for the procedure
or for criteria to be applied in franchise renewals. Cable operators wanted the
security that the FCC license afforded broadcasters. Broadcast licensees had
a “renewal expectancy.” In other words, if they had rendered “substantial
past meritorious service to the public” during their license term, they expect-
ed that the license would be renewed. On the other hand, the absence of
renewal standards in the cable industry had become an impediment to
investment.

The Cable Communications Policy Act of 1984 addressed cable operator
renewal concerns. The act set national renewal standards, but left the admin-
istration of those standards to local franchise authorities. It also established
specific timetables and criteria for renewal. Cable operators may initiate the
renewal procedure by submitting written notice to their franchise authority.
Any operator seeking renewal is entitled to a public hearing at which its past
performance can be evaluated and the future cable-related needs of the com-
munity considered. The hearing must be held within a 6-month period,
beginning no later than 30 months before the expiration of the franchise. At
the conclusion of this evaluation, an operator may submit a renewal propos-
al. The franchise authority has a fixed period within which to accept it, or
indicate its preliminary determination that the franchise should not be
renewed.5

Denial of a renewal proposal must be based on one or more of the four fac-
tors examined at such a proceeding, which considers whether

• the cable operator has substantially complied with the material terms of
the existing franchise and with applicable law;

• the quality of the operator’s service, including signal quality, response to
consumer complaints, and billing practices, but without regard to the
mix or quality of cable services or other services provided over the sys-
tem, has been reasonable in light of community needs;

• the operator has the financial, legal, and technical ability to provide the
services, facilities, and equipment as set forth in the operator’s proposal;
and

• the operator’s proposal is reasonable to meet the future cable-related
community needs and interests, taking into account the cost of meeting
such needs and interests.6

The relative security afforded a cable operator by the law should not lead to
laxity about the renewal process, however. Even though most franchises are
granted for 10 to 15 years, many operators recommend an early start on
preparing the new proposal.

If the franchisee has performed well during the franchise term, the task of
obtaining renewal may not be too difficult. Nonetheless, the need to plan is
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extremely important. It should include identifying and resolving potential prob-
lems, striving to respond to community needs and desires for programming, and
determining whether or not the system should be upgraded or expanded. With
an eye toward renewal, many systems operated by multiple system operators
(MSOs) sample customer attitudes in their monthly program guide.

Sensitivity to subscribers’ needs is essential. An operator who is not pre-
pared will run into difficulties during the refranchising procedures. It is
important to let the public know what has been accomplished and what is
planned.

Presentations before the local governmental authority must be profession-
al. Information must be accurate and displayed in a form that can be read and
understood easily. Keeping files on complaints, no matter how minute, as well
as complimentary correspondence, also will be of value.

Once the franchise has been renewed, full attention returns to day-to-day
operations.

ORGANIZATION

Like a broadcast station, a cable television system is organized according to
the major functions that must be carried out to ensure successful operation.
While differences exist in organizational structure, the functions are similar
and are allocated to departments. As new products and services are added to
the menu, such as digital subscriber line service (DSL), high-speed Internet,
digital tiers, and telephone services, supervision of these functions is assigned
to existing organizational units. In the instances cited above, responsibility for
developing these add-on products and services most likely would be assigned
to the marketing director, with the assistance of the technical operations
director. The following departments are found in many systems:

Government Affairs and Community Relations

These activities are often performed by only one person, with the title of
director. Government affairs revolves around contacts with federal, state,
and local elected officials, especially those who make up the franchising
authority. The planning and execution of public relations campaigns
designed to create and maintain a favorable image in the franchise area are
the focus of community relations.

Human Resources

A manager may be the only person charged with human resource respon-
sibilities. They include recruiting and interviewing job applicants, orient-
ing new employees, developing and implementing employee training and
evaluation programs, and processing benefits.

Business Operations

A director supervises the work of personnel in this department, which has
responsibility for recording revenues and expenditures, handling collec-
tions, and computer operations.
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Advertising Sales

The sale of local availabilities in advertiser-supported networks is a major
responsibility of this department, headed by a manager. Many systems also
sell classified advertising and spots on local origination channels. Cable
television systems used to outsource this function. However, spot sales have
become such an important revenue stream that almost all systems execute
this function in-house.

Technical Operations

A director is charged with responsibility for this department, which engages
in a variety of tasks. They include maintenance and operation of the head-
end (i.e., the facility that receives, processes, and converts video signals for
transmission on the cable) and trunk and feeder cables; maintenance of the
standby power supply; testing and adjustment of signal strength; installation
and repair of drop cables and hookups to cable boxes and videocassette
recorders; planning and construction of extensions to the cable system in
new subdivisions and apartment complexes; and the dispatch of technicians.
As noted earlier, some responsibility for installation and maintaining new
products and services may be assigned to the department as well. The direc-
tor is assisted by supervisors with expertise in the different operational areas.

Marketing

A marketing director heads this department. Its major responsibilities are
the sale of the system’s program services and products to subscribers, and
the planning and execution of advertising and promotion campaigns in
furtherance of those goals. The department engages in market analyses to
assess customer preferences and potential, and determines the packaging
of new and old services and their price structure. The department also con-
ducts door-to-door, direct mail, and telemarketing sales campaigns.
Services and products also are promoted on the system. 

Customer Service

This department, headed by a director, deals with all customer service and
repair calls, inquiries, and complaints. This is an important function.
Inattention to customer service in cable’s “build-out” years gave cable an
image problem and stimulated national regulatory initiatives. Failure to serv-
ice the customer promptly and efficiently can lead to churn, or customer
turnover. As the rapid growth of satellite TV has demonstrated, customers
do have a place to go and an inclination to do so if they are dissatisfied.

The number and organization of employees is influenced by the size of the
system and by its status as a single entity or part of a multiple system opera-
tion. Management preferences also play a role, and scores of variations exist.
Figure 8.1 shows how a system may be organized. It is headed by a general
manager (GM).

The GM directs and coordinates all system activities to ensure efficient
and profitable operation within the framework established by federal law and
the local franchise agreement. In particular, the general manager
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FIGURE 8.1 Organization of a cable television system.
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• supervises and coordinates, directly or through subordinates, all personnel

• directs, through subordinates, employee compliance with established
administrative policies and procedures, safety rules, and governmental
regulations

• examines, analyzes, and establishes system directions and goals

• prepares and directs procedures designed to increase efficiency and rev-
enues and to lower costs

• prepares, implements, and controls the budget

• approves requisitions for equipment, materials, and supplies, and all
invoices

• represents the system to local government, business, the media, and
other groups

• interfaces with the corporate office should the system be part of an MSO

As in a broadcast station, each department is unique. However, there are
major differences. The cable company sends its signals through wires; the
broadcast station through the airwaves. In broadcast, advertisers are the pri-
mary market. In cable, the audience is the market and the system’s financial
success is tied closely to the number of subscribers it can attract and the num-
ber of services and products they purchase.

These realities impose on cable managers an obligation to ensure that the
technical quality of the signal is of the highest caliber. Viewers will continue
to subscribe as long as they feel they are receiving value for their money. If
they do not, the system will experience subscriber disconnects. Accordingly,
the marketing and technical staffs must cooperate closely, since the retention
and addition of subscribers depend heavily on a signal that is technically
acceptable when delivered to the home. The system manager must pay close
and constant attention to those two areas of activity. They are the very foun-
dation upon which the company survives.

The general manager must know what is happening in every department.
This can be accomplished through regular meetings with department heads.
Such meetings also provide an effective method of solving problems before
they become crises.

Cable managers must be sensitive to the needs of their employees. Getting
to know the staff, being receptive to their problems and ideas, and keeping an
open-door policy will be beneficial in the smooth and effective running of the
operation. Apathy and discontent also may be avoided as a result.

PROGRAMMING

The programming challenge for cable system operators has never been
greater. The explosion of available program services has continued unabated.
New federal laws require operators to carry certain local broadcast stations.7
Old federal laws permit or require that channels be provided for mandatory
access, like PEG, and for lease by third parties. Franchise agreements may
require still other channel dedication for services such as local origination.
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And stiff competition has arrived in the form of satellite TV companies with
digital capability and a large universe of program offerings.

In addition, technological advances, including video compression and
fiber optics, are rapidly expanding program choices and channel capacity.
Video-on-demand, pay-per-view, and digital channels and tiers are now part
of the program mix.

So, there are marketplace demands for channels and franchise and regula-
tory demands for channels.

It is a misconception to think that every cable television system in the
United States has the capacity to be part of the 500-channel universe. In fact,
about 53 percent of systems have channel capacity of between 30 and 53 chan-
nels and about another 25 percent between 54 and 90 channels. Systems with
fewer than 90 channels account for more than 90 percent of cable TV sub-
scribers.8 Marketplace and other demands fill those limited channels quickly.

Management must make program selections that satisfy subscribers’
demands for choice and value while maximizing system revenue.

Essentially, system programming is of two types: voluntary and involun-
tary. Voluntary operator program choices include distant broadcast signals,
advertiser-supported networks, premium services, and special programming,
such as PPV and VOD. Involuntary programming may include local broad-
cast stations under the must-carry rules, PEG mandatory access, leased
access, and local origination.

Once chosen, programming must be paid for. Most voluntary program-
ming requires payment; most involuntary programming does not. System
operators pay for programming in two ways. The first is a requirement of fed-
eral law. In 1976, Congress enacted a comprehensive copyright law that
required cable systems to pay semiannual fees for the carriage of some televi-
sion stations. Copyright fees are not owed for carriage of local stations under
must-carry. However, a compulsory fee set by law is required to carry distant
commercial stations, including superstations. 

In addition to the copyright payment, most voluntary program selections
involve a payment directly to the program supplier. Such payments normally
are calculated on a per-subscriber basis and are influenced by system size,
since volume discounts are offered. There may be surcharges for some net-
works, especially those that offer professional sports, such as ESPN and TNT.
In those instances, the programmer passes along to the cable system part of
the substantial rights fee for such programming. However, many advertiser-
supported cable networks allow systems to sell local advertising in network
programming. This local revenue generation helps to offset the programming
cost. As noted earlier, local ad sales are becoming significant.

Costs for noncommercial premium channels, like HBO, are far different.
Payments are also set on a monthly, per-subscriber basis, but the amounts are
much higher than for commercial, advertiser-supported networks. Again, vol-
ume discounts are offered. Obviously, no commercial offset for local system
revenue generation is possible. Consequently, subscriber charges for premi-
um channels are also much higher than those for basic sources.

Some program decisions result in payments to the cable system. Home
shopping networks, for example, pay local systems a percentage of gross prod-
uct sales generated in the system’s franchise area. New networks often provide
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systems with financial marketing support to assist their launch in the commu-
nity. However, the sums are not large. 

It has been emphasized that the audience is the major customer of cable tel-
evision and provides its principal financial support. For that reason, an impor-
tant economic consideration in all programming decisions is the anticipated
impact on subscriptions. A major goal in program selection is the addition of
subscribers and the minimizing of disconnects. Decisions to accomplish those
goals will rely on the operator’s familiarity with the composition and program
preferences of the community and of subscribers and nonsubscribers.

The operator’s expertise in program selection is very important. It was
noted earlier that cable systems pass 97 percent of the nation’s television
households, but that only about 67 percent of those homes subscribe.
Attractive program choices must be available to convert some of the nonsub-
scribing homes to subscribers.

Recognizing the potential and limitations of the system’s technology, legal
obligations contained in federal law and the franchise agreement, and the
need to maximize audience appeal and ensure a profit, the operator proceeds
to program the available channels. Typically, the services provided include
the following:

Local Origination and Access Channels

Many systems are required by the franchise agreement to produce pro-
grams for carriage on local origination, or community, channels. Time,
temperature, and newswire displays, round-table discussions, and local
sports are examples. Some also use the channel for community bulletin
boards and program previews. In all cases, operators control the content.

The agreement also may require that channels be reserved for public,
educational, and governmental access. This programming is produced by
persons outside the cable company and often includes discussions, credit
and noncredit courses, and meetings of local government bodies.

As noted earlier, some systems are required to offer leased access to indi-
viduals or groups. The content varies widely, reflecting the interests and
goals of the leasing parties.

Most systems add audio to the service mix. Local radio stations are an
example. Many also carry digital audio programming with several dozen
channels of specialized music. 

Local, Over-the-Air Broadcast Stations

The 1992 Cable Consumer Protection and Competition Act reimposed
must-carry rules on the cable industry.9 Simply put, “must-carry” requires
a cable system to carry the commercial and noncommercial stations in its
area. Under the law, broadcasters were required to choose between must-
carry or retransmission consent before October 6, 1993. Retransmission
consent is a legal alternative to must-carry. If a station elected retransmis-
sion consent, that amounted to a must-carry waiver. Under retransmission
consent, broadcast stations could not be carried on a cable system without
their consent. If a station and system could not reach a retransmission
agreement, the system was free to drop the station in question.

ELECTRONIC MEDIA MANAGEMENT

268

ch008_Pringle.qxd  2/17/06  8:25 PM  Page 268



The 1992 law considerably reduces programming discretion by a cable
operator with respect to local television stations. More details on the
specifics of must-carry may be found in the regulation section later in the
chapter.

Distant Broadcast Stations

So-called “superstations,” such as WGN (Chicago) and WTBS (Atlanta),
offer entertainment and sports programming that may not be available
from other sources. The system pays to the stations a small, monthly sub-
scriber fee.

Basic Cable Networks

Operators have a large universe of basic networks from which to choose.
Some target a narrow audience with specialized content, while others seek
a broader audience with more diverse programming (Figure 8.2). Together,
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Name Content

A&E Network Original series and movies, documentaries, biogra-
phies, dramatic specials, feature films, contemporary
performances

ABC Family Channel Original movies, series, specials

AMC Popular movies, original series, documentaries,
specials

CNN Breaking news, business, weather, sports, entertain-
ment, health, science, interviews

C-SPAN Live coverage of the House of Representatives,
National Press Club speeches, Congressional hear-
ings, federal judiciary, call-in

Discovery Channel Science and technology, exploration, adventure, his-
tory, lifestyle, how-to

FOX News Channel News of the day’s events

Lifetime Television Entertainment and information, issues affecting
women and their families

MTV: Music Television Contemporary music, music specials, documentaries,
news

Nick at Nite Hit sitcoms, original shows

TLC Nonfiction entertainment

USA Network Original series and movies, sports, off-network
shows, theatrical films

VH-1 (Music First) Music, artists, pop culture

Weather Channel, The Local, regional, and national weather, severe weather
coverage, travel, original series

FIGURE 8.2 Selected basic cable networks and their content.
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the networks provide a range of programming, and their selection will
reflect the operator’s perceptions of the interests and needs of the commu-
nity and its subgroups. Compensation arrangements for system carriage of
these mostly advertiser-supported networks were reviewed earlier in the
chapter.

Pay-Cable Networks

These networks (Figure 8.3) offer commercial-free entertainment for a
monthly subscriber fee, part of which is retained by the cable company. As
a result, these so-called “premium” channels are a high economic priority
for operators.

Some systems are using channel space for their own newscasts and for system-
purchased syndicated programming, previously the exclusive domain of net-
work affiliates and independents. Those with the necessary technology are
reserving channels for PPV programming, which permits subscribers to select
special programs, such as sports or entertainment specials, for which they are
billed separately. Individual systems may contract for the rights to carry a PPV
event or to acquire programs from one of several national PPV services. For
an example of a PPV marketing piece, see Figure 8.4. 

Still other channels are being dedicated to the emerging VOD market,
which has become a significant revenue source. Video-on-Demand provider
iN DEMAND reported that, starting around June 2004, Movie-on-Demand
orders exceeded those for PPV by more than two-to-one.10

Programming is a key contributor to successful operation. Without appeal-
ing programs, there would be no subscribers. Without subscribers, there
would be no system. Providing a balanced program service at an acceptable
cost is a continuing challenge.
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FIGURE 8.3 Selected pay-cable networks and their content.

Name Content

Cinemax First-run movies and premieres

FLIX Classic movies from the 1970s, 1980s, and 1990s,
first-run theatricals

HBO (Home Box Office) Original movies, comedy, documentaries, series,
music, family shows, sports specials, world champi-
onship boxing

Movie Channel, The (TMC) Top Hollywood movies, movie trivia, celebrity inter-
views, behind-the-scenes looks at movie sets

Showtime Hollywood hits, award-winning original pictures,
series, championship boxing

STARZ New hit movies

Sundance Channel Feature films, shorts, documentaries, world cinema,
animation
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FIGURE 8.4 Excerpt from a PPV marketing piece. (Source: Charter Communications.
Used with permission.)

TIERING

Once the operator has made all the programming choices, attention will turn
to marketing the selected products. Historically, cable systems have bundled
certain categories of programming together for sale to potential subscribers.
That practice is known as tiering. Typically, the subscribers’ fee structure is
tied to the tiers, and the total monthly charge depends on the options chosen.

There has always been a relationship between tier structure and govern-
ment regulation, both federal and local. The best current example of the rela-
tionship is the massive change in tiering that resulted from the Cable
Television Consumer Protection and Competition Act of 1992. The law
required cable systems to establish a separate basic tier and specified what
must be included in it.11 The minimum requirements include all must-carry
stations, distant television stations carried by the system, excluding supersta-
tions, home shopping stations,12 and mandatory access channels. Most sys-
tems call this “basic” or “limited basic.” Rates for this government-mandated
tier are regulated by the local franchise authority. Details of rate regulation
appear later in the chapter.

The basic tier requirement, and the rate control that went with it, caused
a significant realignment of the structures that existed before the 1992 law.
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Operators had to create a new home for those program sources that were sub-
ject to price increases or surcharges. Because of government-imposed basic
rate control, operators could no longer easily pass along to subscribers pro-
gram costs for existing sources or for new sources.

As a consequence, most of the nation’s almost 9,000 systems have estab-
lished some form of expanded basic tier. Expanded basic or expanded service,
as some call it, usually includes the non-must-carry, non-premium services
that existed previously in the old basic tier. Here are found primarily the
advertiser-supported networks. Typical expanded basic offerings would
include CNN, USA, MTV, and A&E, for example.

The new tiering plans also have premium levels beyond the expanded
basic service. This is where digital has had a big impact. Digital cable is in
more than 30 percent of cable homes and increasing rapidly, from 6 million
to 25 million since 2000.13 MSOs create program tiers by genre, such as
sports, music, movies, family, and Spanish programming. For an example, see
Figure 8.5.

Whether the system is analog or digital, beyond expanded basic are posi-
tioned the standard, premium noncommercial program services. Such offer-
ings might include HBO, Showtime, Cinemax, The Movie Channel, and
The Disney Channel. These premium channels may be subscribed to on an
individual or package basis.

ECONOMICS

The new century has seen an end to cable’s build-out phase. With virtually all
TV households passed by cable and satellite gaining new subscribers every
day, cable’s revenue growth no longer will come principally from adding new
subscribers. Emphasis now is on digital conversion and the addition of new
services.

Cable enters this stage with more than 73 million basic subscribers and 50
million premium subscribers. In addition to subscriber revenue, cable adds
income from digital music channels, DSL, high-speed Internet, telephone,
and the sale of advertising time.

REVENUES

It is the responsibility of the system’s marketing department to recruit sub-
scribers. Figure 8.6 illustrates how the marketing process works for the pro-
gram services listed in Figure 8.5. 

Note that the limited basic tier listed on the top of the channel lineup in
Figure 8.5 is not listed on the price sheet in Figure 8.6. It is included in Cox
Standard, which is really expanded basic. After that, the marketing effort
focuses on the program genre tiers noted above. The “Supersize” is “Digital
Deluxe,” where customers get it all for a discount, $53.01. 

One technique formerly employed by cable system marketers is no longer
available. Before the 1992 cable law, subscribers were required to buy through
one tier to get to the next. For example, they had to purchase expanded basic
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FIGURE 8.5 Cable tiers. (Source: Cox Communications. Used with permission.)
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to obtain premium services. The law prohibits buy-through requirements,
except for the government-mandated basic channels.

A cable system’s revenues are not limited to regular video program servic-
es. Pay-per-view and digital audio also contribute to an operator’s gross rev-
enue. Installation, reconnect, and change of service charges, together with
equipment rental (e.g., remote controls, addressable converters), add incre-
mental income.

If revenues are to be enhanced, cable managers must continue to pay close
attention to subscriber needs and provide prompt, efficient, and courteous
service. One study of almost 1,800 subscribers and nonsubscribers concluded
that good service equates with good value and poor service with poor value,
regardless of the rates charged.14

Many systems have installed telephone automatic response units (ARUs)
so that questions may be channeled directly to the appropriate information
source. Allied with computers, the units permit subscribers to check their
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FIGURE 8.6 Tier pricing. (Source: Cox Communications. Used with permission.)
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account balance and the date and amount of their last payment, order special
movies or events, report a service problem, confirm or reschedule a service or
installation appointment, and receive general information.

Important as technology is, its contribution may be limited by the person-
nel assigned to it. Accordingly, customer service representatives (CSRs) must
be trained in its use and must understand the importance of customer satis-
faction. A dissatisfied customer may mean one fewer subscriber and a lost rev-
enue source. Telemarketing assistants must be informed, but not aggressive
and dictatorial.

Similarly, company employees who come face-to-face with customers and
prospective customers must be knowledgeable and skilled in human relations.
Installers and service technicians must be aware of the subscriber’s needs, take
appropriate steps to avoid damage to property, and be tolerant in explaining and
responding to questions about the operation of cable in the home. Door-to-door
sales representatives must be suitably dressed and act in a professional manner.

The importance of cable to subscribers is exemplified when a storm or
other event interferes with service. Typically, the system’s telephone lines are
jammed with calls and the temperament of the CSRs is put to the test.
Patience and a sympathetic attitude can do much to disarm customers’ annoy-
ance and to reassure them that the problems are being resolved. On such
occasions, however, frankness is mandatory. Only realistic estimates of service
resumption time should be given. If wild and unsubstantiated guesses are
made and not fulfilled, annoyance will grow into anger and, possibly, more
lost customers and revenue.

Advertising is becoming an increasingly significant revenue source. As
noted earlier, local spot was expected to reach $6 billion in 2005. Multiple
system operators have been especially aggressive in developing this source.
Often, they interconnect individual systems in contiguous geographic areas to
deliver more homes to advertisers. Some large metropolitan systems owned by
different operators may interconnect for the purpose of marketing local and
spot announcements.

Cable has several advantages for advertisers. It attracts audiences that are
characterized as better-educated and more affluent than the average TV
viewer. The special-appeal programming of many basic networks permits the
targeting of specific demographics, much like radio. In addition, time is less
costly than on a broadcast television station. However, the quality of ads pro-
duced only for cable often is inferior, and the automated hardware to run
them is expensive and often unreliable.

Time is sold on local origination channels and on many expanded basic
networks. The majority of networks make available time for local sale. Figure
8.7 shows the rate card for a system operated by Charter Communications. 

The knowledge, skills, and personal qualities of the advertising sales man-
ager and the account executives, and the sales tools necessary for success, are
similar to those required of their broadcast counterparts, described in Chapter
5, “Broadcast Sales.”

Historically, cable systems have not been preoccupied with ratings. What
was important was that subscribers signed up and enjoyed their viewing expe-
riences enough to continue their subscription. Now that advertising is becom-
ing a more important revenue source, systems are more ratings-conscious. To
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assist them, Nielsen has developed the Nielsen Homevideo Index (NHI),
which measures audiences for basic and pay services. The company also
undertakes specially commissioned studies for operators.

Reliable audience information is a necessity if local ad sales are to contin-
ue their growth and operators are to make informed decisions in selecting pro-
grams with appeal to audiences and to the advertisers that seek them.

High-speed Internet Access Many cable systems provide high-speed
Internet service to compete with the DSL provided by some telephone com-
panies, such as BellSouth, Qwest, and Verizon. Cable enjoys the competitive
advantage: its service is faster than DSL.
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FIGURE 8.7 Local spot rate card. (Source: Charter Communications. Used with per-
mission.)
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Cable has about twice the number of high-speed Internet access customers
than DSL providers. Since cable high-speed Internet service penetration is
only about 27 percent of cable homes, it has a lot of room to grow.  See Figure
8.8 for an example of how a high-speed Internet provider markets the service.

Telephone Service Cable is offering circuit-switched telephony servic-
es to both residential and business subscribers. This business is in its infancy
for cable companies and has significant growth potential. Further, cable is
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Figure 8.8 Excerpt from a high-speed Internet marketing piece. (Source: Charter
Communications. Used with permission.)
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experimenting with voice-over Internet protocol (VOIP). This service has
unlimited local and long-distance service, caller ID, call waiting, call return,
three-way calling, call forwarding, and emergency 911 service.  The service is
priced modestly on a trial basis, $34.95 in the New York City area, and also
has development potential.

Music Services Access to licensed music, such as ASCAP, BMI, and
SESAC, has become another revenue source for cable TV systems. An exam-
ple is Real Networks’ Rhapsody Jukebox subscription service. It provides
access to over 30,000 albums produced by the 5 largest music companies and
200 smaller labels. 

Digital Video Recorders Cable also markets products. One example
is the successful launch of digital video recorders (DVRs). This product
empowers the subscriber to record programming onto a hard drive. The tech-
nology enables the viewer to pause live programs and fast-forward recorded
content. Customer appetite appears to be strong, and Time-Warner has
deployed DVR service nationwide.

EXPENSES

In addition to paying regular taxes, cable television systems are required to
hand over to the franchising authority up to 5 percent of their revenues and,
in some cases, channel capacity for public, educational, and governmental
use.

The cost of laying cable, converting to digital, and adding new services is
a substantial investment for a business that must share its revenues with the
community. The investment becomes even larger if the cable company has
agreed in its franchise to originate local programming and has to equip a pro-
duction facility.

Many of the system’s operating expenses are similar to those of a broadcast
station: salaries, commissions, employee benefits, payroll taxes, utilities, sup-
plies, programming, travel, and communication. Major differences are the
franchise fees described above, maintenance and repair of miles of cable and
associated equipment, and pole rental. Principal expense items are listed in
Figure 8.9.

Like the broadcast manager, the cable manager faces a difficult task in try-
ing to increase revenues and control costs in a very competitive marketplace.
With the advent of direct broadcast satellite (DBS) competition and the con-
version to digital cable, operators’ programming expenses have exploded.
Annual increases are far ahead of the inflation rate. Since 1992, they have
increased almost four-fold. Consumers have many options in spending their
entertainment and information dollars. Likewise, advertisers have a choice of
vehicles for marketing their products and services. Careful attention to the
needs of both groups, and appealing and economically attractive responses,
are imperative.
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PROMOTION

Cable promotion has begun to reflect the maturity of the business itself. The
original elements are still there, to be sure. Systems continue to use direct
mail, door-to-door, and on-the-air solicitations. Most systems have a dedicat-
ed program-listing channel. Other techniques are being employed as well.
Principal among them is over-the-air television. Local TV stations once
were reluctant to accept cable advertising, since the two were seen to be in
direct competition for audiences. For the most part, that reluctance is gone
and systems, individually or as part of an area marketing group, use broad-
cast television extensively. The results are impressive. People who watch tel-
evision are, after all, a logical market for cable systems.

Radio is attractive, too. It is cost-effective, and advertising can be targeted
to the unique formats and demographics of stations.

Newspaper is used successfully, particularly to feature coupons for a pre-
mium service at an introductory rate and with no installation cost. Program
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Technical salaries Utilities

Technical overtime Vehicles

Office salaries Equipment repairs

Office overtime Production

Marketing salaries Advertising and marketing

Marketing commissions Office supplies

Contract labor—marketing Postage

Employee training Telephone—base rate

Employee benefits Telephone—long distance

Payroll taxes Insurance

Installations Legal and consulting

Contract labor—technical Publications and subscriptions

Maintenance Travel

Operating supplies Bad debt

Converter maintenance Janitorial / building

Pole rental Property and general taxes

Basic programming Data processing

Pay-cable programming Franchise fees

Pay-per-view Copyright fees

Program guide Charitable contributions

Subscriber billings Association dues

FIGURE 8.9 Cable TV system expense items.
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listings in the newspaper’s television program supplement, in cable guides,
and in TV Guide also are forms of valuable promotion.

Many systems use a monthly program guide to carry listings and interest
subscribers in upgrading their service. Some employ a basic channel, called
a barker channel, to promote premium services and pay-per-view.

Promotion costs can sometimes be offset by co-op money from the nation-
al cable networks, and system managers need to know how to access such
funds.

Promotion sophistication for the system will increase as the battle for sub-
scribers and advertisers continues to intensify. As a result, it will become a crit-
ical skill for cable management.

There are professional organizations that can assist. One is the Cable &
Telecommunications Association for Marketing (CTAM). 

REGULATION

Since its inception, cable has been an irritant to the FCC. To begin with, it
was not an area of federal prerogative. Regulatory responsibility has always
been shared with local authorities, whose streets and rights-of-way are essential
for a cable system’s operation.

The giant cable industry of today was not even contemplated when the
1934 Communications Act was written. Consequently, federal regulation of
cable was done on an as-needed basis by the FCC. Courts and the FCC,
alike, wrestled with rationales for tying regulation into the framework of the
act. The commission’s jurisdiction was confined to system operational mat-
ters; franchising was left to local authorities.

Historically, the principal motivation for regulation of cable was its status
as an unregulated monopoly with no effective competition. With today’s
strong competition from DBS and other multichannel video providers, that
rationale has largely faded. Cable now seeks protection from competition. For
example, the industry is striving for relief from an FCC rule that requires
operators to offer uniform pricing throughout a franchise area. Cable asserts
that, since DBS has significant household penetration, effective competition
now exists. Accordingly, it should be freed from pricing regulation that was
justified on the grounds that it was a monopoly.15 Regulators’ attitudes toward
cable today are quite different from the initial reaction.

The initial FCC cable regulatory motivation was to protect licensed tele-
vision broadcasters from the perceived threat of cable. The threat took two
forms: first, cable’s ability to reduce locally licensed stations’ audiences and
revenues by importing out-of-market signals; and second, its retransmission of
expensive local broadcasters’ programming without compensation.

As noted previously, the FCC first attempted to deal with its cable con-
cerns under imputed authority derived from the 1934 act. By 1984, cable had
grown to the point that it was able to demand, and receive, explicit regulato-
ry status from Congress. That law was the Cable Communications Policy Act
of 1984, which deregulated cable. However, industry stewardship of its dereg-
ulated status was not successful in the eyes of many consumers and Congress.
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In response, Congress passed the Cable Television Consumer Protection and
Competition Act of 1992.

To combat the first threat, the importation of out-of-market signals, the
FCC enacted signal carriage rules. They took three forms: must carry, network
nonduplication, and syndicated exclusivity. The second problem, noncom-
pensation to local broadcasters, was addressed to some degree by Congress in
the Copyright Act of 1976 and in the 1992 Cable Consumer Protection and
Competition Act.

All the signal carriage rules of the FCC have had many reincarnations, but
none more than the must-carry rules. As noted earlier, must-carry requires a
cable system to carry the commercial and noncommercial television stations
in its area. These long-standing rules were struck down on First Amendment
grounds in two court decisions in the mid-1980s. Broadcasters’ attempts to
restore them were finally achieved in the 1992 Act, but they were challenged
in the courts. In 1997, however, the Supreme Court upheld their constitu-
tionality in a 5-4 decision.

The 1992 must-carry rules apply to carriage of both commercial and non-
commercial television stations. The principal requirements are as follows:

• Systems with more than 12 channels must set aside up to one-third of
their channel capacity for local signals.

• Home shopping stations are entitled to must-carry, as are qualified low-
power television (LPTV) stations.

• Systems with 12 or fewer channels must carry 1 local noncommercial
station; systems with 13 to 36 channels may be required to carry up to 3
local noncommercial stations; and systems with more than 36 channels
may be required to carry more than 3 local noncommercial stations, if
the programming of the additional stations does not substantially dupli-
cate the content of the other stations.

It was noted earlier that the 1992 law allows stations to select a retransmis-
sion consent option in lieu of must-carry. Stations that opt for retransmission
consent must negotiate with local cable systems for channel position and
compensation. If the negotiations are unsuccessful, a local station might end
up with no system carriage at all for three years.

A second FCC signal carriage rule is network nonduplication, or network
exclusivity. It prohibits a cable system from carrying an imported network
affiliate’s offering of a network program at the same time it is being aired by a
local affiliate.

The third significant carriage rule involves syndicated program exclusivity,
known as syndex. Prior to 1980, the FCC protected a local station’s syndicat-
ed programs against duplication in the market from distant signals imported
by cable systems. In 1988, the FCC reinstituted the rule, but delayed its
implementation until January 1, 1990. The rule allows a local station with an
exclusivity provision in its syndicated program contract to notify local cable
systems of its program ownership. Once notified, the system is required to pro-
tect the station against duplication from imported signals, including those of
pay and nonpay cable networks.
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The other principal FCC concern about the emerging cable industry was
the question of compensation of broadcasters for retransmission of their signals
by cable. The controversy finally was resolved in 1976, when a new copyright
law was passed. Under the law, cable TV was to pay royalties for transmission
of copyrighted works. These revenues were in the form of a compulsory license
paid to the Registrar of Copyrights for distribution to copyright owners.

According to the provisions of the law, cable operators must pay a copyright
royalty fee, for which they receive a compulsory license to retransmit radio
and television signals. The fee for each cable system is based on the system’s
gross revenues from the carriage of broadcast signals and the number of dis-
tant signal equivalents, a term identifying non-network programming from
distant television stations carried by the system.

The law requires a cable operator to file semiannually a statement of
accounts. Information in this report includes the system’s revenue and signal
carriage, as well as the royalty fee payment.

The law also established a now-abolished Copyright Royalty Tribunal
(CRT), composed of five commissioners, to distribute the royalty fees and
resolve disputes among copyright owners and to review the fee schedule in
1980 and every five years thereafter. The CRT administered three funds:
(1) the basic royalty fund; (2) the 3.75 percent fund established to compen-
sate copyright owners for distant signals added after June 24, 1981; and (3) the
syndex fund. Changes in the funds administered and the amounts collected
have occurred as the FCC and Congress have altered the signal carriage
rules. The abolition of the CRT had no effect on copyright fees owed, or on
cable system reporting requirements.

The 1992 cable law did much more than restore must-carry. Essentially, it
reregulated cable. Of special significance was the act’s reintroduction of rate
regulation, which had been abolished in 1986. The period of deregulation
saw an explosion of system rates, with resulting pressure on Congress by angry
subscribers. Rate regulation ended with the Telecommunications Act of 1996.
It contained a sunset provision for rate regulation in 1999.

WHAT’S AHEAD?

The future of cable can be summed up in one word: competition. It has
arrived—DBS, wireless cable, telephone and utility companies, and others.
Indeed, any business with a fiber network in place may emerge to challenge
cable systems that formerly enjoyed a virtual monopoly (Figure 8.10).

DBS has become an especially strong foe. Attracted by low-cost dishes and
local station carriage, DBS households increased ten-fold between 1993 and
2003, to 19.5 million and a market penetration of 23.51 percent. The num-
ber of subscribers continues to rise and, by mid-2005, had reached more than
25 million. In the face of this intense competition, cable percentage penetra-
tion of the video provider market is no longer growing.

Cable television operators have not thrown up their hands, however. In
fact, media investment analysts correctly anticipated continuing cable pros-
perity into the early years of the twenty-first century, sparked by some of the
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same technologies that have resulted in the intensified competitive environ-
ment in which the industry finds itself.  Cable has found and is developing
new services and products. The industry has just scratched the surface of
high-speed Internet, telephone, digital tiering, DVRs, and music channels.

With all this has come a quantum increase in cable’s program perform-
ance with audiences and acceptability by advertisers. Statistical analysis sug-
gests that these trends are likely to continue. And with all that will come con-
tinuing revenue and profitability growth.

The cable industry is largely consolidated now. Eight multiple system
operators have 75 percent of subscribers. The build-out and consolidation
phase is largely over.

Cable has demonstrated its ability to thrive in a world of intense competi-
tion. It emphasizes the market advantages it possesses. Digital conversion and
the development of new products and services indicate that the industry’s best
years are ahead. With its energies spent on business development and not on
responses to angry regulation, cable is on the high-speed digital path to
increased success.

SUMMARY

Cable is hardwired and requires rights-of-way over and under city streets to
gain access to viewers’ homes. Because of this unique requirement, cable sys-
tems are licensed by local governments. The licenses are called franchises,
and they have to be renewed at intervals set forth in the franchise agreement.

Cable television systems are run by general managers, who answer to own-
ership. Reporting to the general manager are the heads of departments with
clearly identified responsibilities. Usually, they include government affairs
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FIGURE 8.10 Analysis of multichannel video program distributors (MVPDs).
(Source: 2004 Year-End Industry Overview, p. 21. http://www.ncta.com. Used
with permission.)
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and community relations, human resources, business operations, advertising
sales, technical operations, marketing, and customer service.

Programming decisions take into account technological, legal, and
audience-appeal and associated economic factors. Program sources include
local origination and access channels, local and distant over-the-air television
stations, and basic and pay-cable networks. Many systems also offer special
programs on a PPV and VOD basis. Typically, program services are bundled
into tiers and are priced accordingly.

Initially, cable revenues consisted almost entirely of monthly subscriber
fees. As the industry has matured, it has developed other revenue sources,
including the sale of local advertising, and digital and other devices, such as
high-speed Internet, telephone, music channels and DVRs. Pay-per-view and
VOD also contribute to revenue enhancement. Operating expenses are simi-
lar to those of broadcast stations, but with some notable differences. Systems
must pay to the local franchise authority a franchise fee of up to 5 percent of
their gross revenues. They are also required to meet the cost of maintaining
and repairing miles of cable and allied equipment, and of renting poles on
which to string the cable.

Promoting the varied program services available is a high priority in attract-
ing and retaining subscribers. Among the most effective promotional tools are
door-to-door and direct-mail marketing, local television and radio stations,
newspapers (especially the television program supplement), and the system’s
own channels. Successful managers should be involved in professional pro-
motion and marketing organizations like CTAM.

Cable systems are required to carry, or obtain retransmission consent from,
local commercial and noncommercial television stations. Many systems also
have to provide PEG mandatory access and/or local origination channels.
New competitors are entering the video distribution marketplace, and they
pose major challenges to the cable industry. In turn, cable operators have
attracted subscribers to a range of new communication services.

CASE STUDY

James Dean has inherited a 90-channel analog cable TV system from a
favorite uncle. Uncle Dean had begun the system in 1968 after graduation in
electronics from Bayou University in Thibodaux, Louisiana. The old man was
interested mostly in electronics and technology. As a consequence, he was on
top of industry trends but not adept at marketing his system. At the time of his
death, Dean the elder had signed a contract to convert to a digital system and
had funds in the bank to begin construction.

James wanted to be a movie star but gave up the idea and was looking for
a career. He had received a degree in telecommunications before his acting
misadventure in Los Angeles. He would like to develop his inherited cable
business but is nervous about its spotty revenue and profit history. As he gazes
out of his late uncle’s office window after the funeral, he notices that a DBS
sales office has opened in part of the telephone building next to its new DSL
service directly across the street. 
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He faces a dilemma: should he retain the system or would he be better off
if he were to sell it and take the money to the bank?

EXERCISES

1. What pro-active actions could James take to develop the business and
enhance revenue and profits?

2. What personal activities could James undertake to enhance his abili-
ty to succeed if he retains the business? 

3. Is continued operation of the business just too risky given the new
competition across the street in the form of a new DSL business by
the phone company and the new multichannel video company in the
form of DBS?

4. Should James go back to attempting to make movies and distribute
them on the cable system to attract subscribers?
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7 47 USC 534, 535.
8 Television and Cable Factbook 2003, p. F-2.
9 47 USC 534, 535.

10 2004 Year-End Industry Overview, p. 7, http://www.ncta.com.
11 47 USC 543.
12 Kim McAvoy, “Home Shopping Gets Must Carry,” Broadcasting & Cable, July 5,

1993, p. 8.
13 Industry Statistics, http://www.ncta.com.
14 “Service Showing,” Broadcasting, February 5, 1990, p. 86.
15 “Capital Watch,” Broadcasting & Cable, September 20, 2004, p. 26.

ADDITIONAL READINGS

Bartlett, Eugene. Cable Communications: Building the Information Infrastructure.
New York: McGraw-Hill, 1995.

Covington, William G., Jr. Creativity in TV & Cable Managing and Producing.
Lanham, MD: University Press of America, 1999.

Managing the Cable Television System

285

ch008_Pringle.qxd  2/17/06  8:26 PM  Page 285



Crandall, Robert W., and Harold Furchgott-Roth. Cable TV: Regulation or
Competition? Washington, DC: Brookings Institution, 1996.

Creech, Kenneth C. Electronic Media Law and Regulation, 4th ed. Boston: Focal
Press, 2003.

Eastman, Susan Tyler, and Douglas A. Ferguson. Media Programming: Strategies and
Practices, 7th ed. Belmont, CA: Thomson Wadsworth, 2006.

Eastman, Susan Tyler, Douglas A. Ferguson, and Robert Klein (eds.). Promotion and
Marketing for Broadcasting, Cable and the Web, 4th ed. Boston, MA: Focal Press,
2001.

Parsons, Patrick R., and Robert M. Frieden. The Cable and Satellite Television
Industries. Boston: Allyn and Bacon, 1998.

Understanding Broadcast and Cable Finance: A Handbook for the Non-Financial
Manager. Northfield, IL: BCFM Press, 1994.

Warner, Charles, and Joseph Buchman. Media Selling: Broadcast, Cable, Print and
Interactive, 3rd ed. Ames: Blackwell, 2003.

ELECTRONIC MEDIA MANAGEMENT

286

ch008_Pringle.qxd  2/17/06  8:26 PM  Page 286



9
This chapter is devoted primarily to that area of noncom-
mercial broadcasting known as public broadcasting. It
examines 

• the organization and framework of public broadcast-
ing in the United States

• the major management functions performed by
public broadcast station executives

• the challenges facing public broadcasting and the
management tools available to meet them

• the differences and similarities in operations between
commercial broadcasting and public broadcasting
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Noncommercial educational broadcasting accounts for about 19 percent of
all radio stations and 22 percent of full-power television stations licensed in
the United States.1 Despite these significant percentages, most broadcast pro-
fessionals and broadcast students know little about the intricacies of educa-
tional broadcasting.

Within the category of noncommercial broadcasting there is a subcatego-
ry known as “public broadcasting.” It encompasses those broadcasters who
meet the minimum operating requirements established by the Corporation
for Public Broadcasting (CPB) to qualify for federal funding.

Public broadcasting represents a specialized area of over-the-air broadcast-
ing with its own concepts and principles. In public television, for example,
unlike its commercial counterpart, the emphasis is not on generating mass
audience numbers per program, but on the cumulative weekly audience.
That is true because programs seek to respond to the content preferences of
diverse audiences. Accordingly, calculation of the number of different people
or households viewing over the course of a week is a more realistic measure
of program appeal than the number tuned to a particular offering. Public
radio is largely format-based, as is commercial radio. However, public radio
formats are somewhat different in that they possess more limited audience
appeal. The emphasis is to increase time spent listening (TSL) by the audi-
ence. Commercial broadcasting sells the audience to advertisers; advertisers
are the market. In public broadcasting, the audience is the market and,
increasingly, public stations depend on direct audience financial support. It
follows that revenue sources for public broadcasting and commercial broad-
casting are very different. So are expenses. 

There is one major similarity between public and commercial broadcast-
ing, however. That is the bottom line. Commercial stations operate for profit
and must be expense- and revenue-conscious. Public stations, while nonprofit
in nature, are financially accountable and must conform expenses to anticipat-
ed revenue generation. This is especially true in these days of significantly
diminished governmental funding.

THE STRUCTURE OF PUBLIC BROADCASTING

The origins of the current structure in public broadcasting date to the 1967
report of the Carnegie Commission on Educational Television. Many of its
recommendations to enhance the viability of noncommercial educational
broadcasting were enacted into law that same year by the Public
Broadcasting Act, which created the CPB.

Distribution services for programs were added in 1969 to 1970, when the
CPB and some noncommercial stations formed membership corporations.
The television vehicle was named Public Broadcasting Service (PBS) and the
radio organization was called National Public Radio (NPR). Both of these
entities provide member stations with various program options and services,
which will be discussed in greater detail later in the chapter.

As a result of these developments, a three-level structure emerged:
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1. local noncommercial educational radio and television stations
licensed by the Federal Communications Commission (FCC)

2. the CPB, which is primarily a funding mechanism

3. PBS and NPR, membership corporations

TELEVISION

In 2005, 379 noncommercial television stations were licensed, of which 126
were VHF and 253 UHF.2 Of these, 169 licensees, operating 348 stations,
belonged to the PBS.3 The licensees, some of which operate more than one
station, may be divided into four distinct categories:

Community organizations are nonprofit corporations created to build and
run stations. Most are located in large cities and have a significant depend-
ence upon community support. Some are major program production cen-
ters. There are 86 such organizations.

Colleges/universities, which have relied less on viewer support than com-
munity organizations. Some operate as program origination sources for
other public stations. They are the second largest group of licensees, num-
bering 57.

State authorities have been created by law in about half of the states to
operate statewide networks of public stations that are heavily involved in
program production, both for instruction and for general audiences.
Twenty licensees operate the largest number of noncommercial television
stations in the United States.

Local educational or municipal authorities place a heavy emphasis on
instruction. They rely on the audience for some degree of financial sup-
port. The number of licensees has declined over the years and totals six.4

ORGANIZATION AND PERSONNEL

The size and structure of a public television station depend on market size,
the type of licensee, and the programming it offers to the public. Stations are
organized into various departments performing specific functions. Figure 9.1
depicts the structure of a community corporation, WYES-TV, which operates
a television station in New Orleans. Note that community corporations may
be organized somewhat differently from other licensees because of their gen-
erally larger size and, in some instances, their role as national production
centers.

The level to which the general manager reports varies according to the
type of licensee operating the station. Community stations generally have a
broad-based board of directors to which the manager is responsible. In col-
lege/university stations, the manager usually reports to a designated adminis-
trator. The upper-level structure in state-operated stations is an entity created
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by state law. Public school station managers deal with the superintendent of
schools or the school board. Whatever the nature of the licensee or structure,
the manager is accountable to a higher authority, and that authority deter-
mines the degree of autonomy exercised by the local manager.

MANAGEMENT TASKS

The responsibilities of the public broadcast manager are concentrated in
eight primary areas. An examination of each will permit an appreciation of the
challenges the public television executive faces and the tools available to
meet them. It will also offer an opportunity to compare and contrast public
and commercial television.

The main management functions of the public television executive are as
follows:

• fund-raising and expense control

• programming

• promotion

• research

• cable relations

• community outreach
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• engineering

• administration

Fund-raising and Expense Control If there is a top priority for
public broadcast management, it is revenue. For years, the base of financial
support for public television licensees had been governmental. In the mid-
1990s, the reliability of that support came into question. In 1995, the
Republican Party replaced the Democratic Party as the Congressional major-
ity in the House of Representatives and the Senate. It was the first time in 40
years that both houses of Congress had been in Republican hands.

The Republicans had several marquee issues on their 1995 agenda, one of
which was the elimination or reduction of federal financial support for non-
commercial public radio and television.

This legislative initiative triggered an intense grassroots lobbying effort on
behalf of public broadcasting. Federal financial support, though reduced, was
not eliminated. 

The crisis could not have come at a worse time, because the 1990s also saw
increased competition for audiences and funds. In the late 1990s, a new
financial problem appeared in the form of the FCC-mandated conversion to
DTV.

Public television stations need funds to operate. Since they are noncom-
mercial, the sale of time to advertisers is precluded. Principal sources of fund-
ing are

• federal government

• state and local governments

• audience

• underwriting

• other

FEDERAL GOVERNMENT The financial underpinning of America’s
public television stations rests on three corners: its members, state govern-
ments, and CPB/federal grants and contracts. The public has assumed, mis-
takenly, that federal funds form the base. They do not. Despite their impor-
tance, 84 percent of public television’s money comes from other sources.

Federal funding to most public TV stations comes principally from an
annual Community Service Grant (CSG) from the CPB. Only one CSG is
permitted per licensee. To qualify for a grant, each public station must file an
annual Certification of Eligibility. Basic requirements are that the station be
full-power with a noncommercial educational license; that it operate at least
3,000 broadcast hours per year; that it have a minimum full-time profession-
al staff of ten; and that it have nonfederal financial support of at least
$900,000 a year. Stations must also file an annual financial report, a Station
Activities Survey, and an Offer and Acceptance with the CPB

After receiving the certification, the CPB determines the amount of the
grant per station and assigns a CSG factor to the station. The factor is also
used to calculate PBS membership and regional network fees.
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The CPB also disburses other, specialized funds. They are designed for
specific activities, such as the production of topical programs, the stimulation
of audience expansion, and the involvement of the audience in national TV
programs. An example of program production is “America at the Crossroads,”
whose goal is to stimulate the national dialogue about post–9/11 America.
The Program Challenge Fund has as its purpose the creation of prime-time
limited series and specials for the national PBS schedule. The fund was
responsible for the production of “The Commanding Heights” and
“American Family.” An Interconnection Grant seeks to broaden the reach of
public television services. Funds assist the establishment and development of
interconnection systems for the distribution of public telecommunications
services. The Outreach Fund for National TV Programs aids innovative com-
munity outreach and citizen engagement projects supporting national, pub-
lic television broadcasts.5

Stations may also apply to the National Telecommunications and
Information Administration (NTIA) for support in purchasing equipment.6
In this case, a formal grant application must be submitted to the NTIA, and
the station must be able to raise matching funds from nonfederal sources.
The CPB may exclude any nonfederal funds raised for equipment purchas-
es supported by the NTIA from the calculation of nonfederal funds required
to support the qualification for a Community Service Grant.

STATE AND LOCAL GOVERNMENTS These institutions are the sec-
ond-largest source of public television station revenue. States may fund local
licensees directly, as in the case of universities and community corporations or,
indirectly, as when states fund agencies or commissions that operate state net-
works. In some states, the funding is calculated by using the CSG factor. Local
governmental entities fund public school stations. Whatever the type of licens-
ee, public station management must comply with the appropriate state or local
procedures in a timely manner to ensure continued financial support.

AUDIENCE Audience membership and related activities are the pri-
mary source of revenue for public television stations. No matter what level of
viewer financial support a public station enjoys today, it is certain that all cat-
egories of licensees will have a greater need for it in the future. Historically,
community stations, out of necessity, have better developed this method of
raising funds than the other types of public television licensees. However,
with traditional funding sources retrenching, many stations are discovering
audience support.

For the novice fund-raiser, there are tried and proven methods to be
employed, and there is outside assistance available. The Public Broadcasting
Service has a division in its development department called Station Independence
Program (SIP). It is user-supported and offers fund-raising assistance to stations,
particularly in local pledge drives and auctions. One of its significant functions
is to provide stations with programs that perform well as fund-raisers.

The principal fund-raising activities for most television stations are pledge or
membership drives, usually built around a PBS-sponsored fund-raising, which
is supported with national promotion and programming. It is conducted three
times a year, and stations may participate in all, some, or none. Many stations
take part more than once a year. However, multiple annual fund-raisers do
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cause a fatigue factor in the audience. As a result, some stations are experi-
menting with a plan that drops one of the extended on-the-air drives in favor
of spot announcements emphasizing the value of public station programming
and the need for public support. If a station chooses to be involved in only
one, it is usually the multiday winter event. To tie in with the fund-raising
activity, a station builds a set and assembles a group of fund-raising appeals to
be used during breaks in the specially selected programming. Timing, struc-
ture, and copy for the breaks are art forms in themselves.7 The use of local
celebrities is recommended, either to make appeals for funds or to take
phoned-in pledges on camera. In areas without access to celebrities, video-
tapes of personalities making appeals are available from PBS. Stations often
award premiums or gifts to viewers who call in pledges, their value deter-
mined by the amount of the pledge. For example, WYES-TV in New Orleans
offers a MemberCard, which entitles the bearer to two-for-one meals at more
than 200 restaurants on the Louisiana–Mississippi Gulf coast (Figure 9.2).
Additionally, the card provides members with a continuing reminder of the
sustaining value of their public station commitment.

Then, there are entrepreneurial activities. One such established fund-rais-
ing activity is the auction. Very simply, goods and services donated by area
businesses and organizations are auctioned on the air to the highest bidder.
Many stations also offer items donated by sports figures or celebrities.
Auctions are expensive to produce and cause the preemption of regularly
scheduled programs. However, they are an important source of funds. Some
licensees are experimenting with concepts like four-day weekend auctions to
lessen the negative impact on programming. Others are studying the possibil-
ity of doing half-hour to one-hour auctions regularly throughout the year. Still
others conduct auctions as nonbroadcast community events.
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FIGURE 9.2 Example of a premium offered by WYES-TV, New Orleans. (Used with
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Auctions also may be specialized. WYES-TV in New Orleans organizes an
annual auction called “Art Collection Twelve.” This two-day, weekend, on-
the-air event features the works of local and national artists. Audience mem-
bers act as volunteers (Figure 9.3).

WYES-TV also mounts a wine auction each October and a “Showboat”
auction in the spring.
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FIGURE 9.3 Volunteer jobs at Art Collection Twelve. (Source: WYES-TV, New
Orleans. Used with permission.)
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Special events are an additional source of funds. One example is the annu-
al wine-and-cheese party conducted by KETC-TV at a major downtown hotel
in St. Louis. The event is open to the public, with special discount admission
available to members who have previously contributed in pledge drives.
Another type of event involves bringing in PBS talent for a local appearance.
Funds are raised through admission prices or donations that enable participa-
tion in cocktail parties or dinners attended by the talent. There is no limit to
the kinds of events that might be carried out, save the lack of imagination.
Contacts with other PBS members and station executives are useful ways to
collect information on fund-raising ideas that work.

UNDERWRITING Underwriting is a mechanism used to develop or
present programs by securing grants from foundations, corporations, or
businesses.

Stations that are also production centers may seek underwriting from
major corporations or foundations to develop programs. The objective for the
station and the underwriter is to have the production selected for distribution
by PBS and use by other stations. For the funding sources, this provides visi-
bility and enhances image. Achieving the objective does the same for the pro-
ducing station.

Stations also obtain underwriting to present programs of local origination
or programs obtained from other sources. The underwriter, in effect, sponsors
the programs.

This type of local underwriting raises day-to-day operating funds for the sta-
tion. It is also the kind of local revenue development that is most similar to
the sale of spot announcements by commercial stations. However, public sta-
tions are somewhat restricted in what can be shown or said in an underwrit-
ing credit (i.e., identification of the funding source or sources), due to their
essential noncommercial nature.

The pricing of underwriting credits is critical. Some public stations have
written guidelines, similar to a commercial broadcaster’s rate card. Whatever
structure is employed, a public television broadcaster should market a pro-
gram without limiting the underwriting announcement cost to that of the pro-
gram itself. Stations that are hard-pressed for support are learning to ask for
the value the marketplace puts on the program offered. Such value may well
be in excess of the cost.

PBS regularly issues revised guidelines on the permissible limits in under-
writing announcements. The underwriting rules were first “enhanced,” or
made more flexible, by the FCC in 1982,8 following a failed18-month exper-
iment allowing certain public stations to sell advertising. FCC policy state-
ments, rulings, advisory opinions, and letters applying its rules and policies to
specific underwriting announcements have cautioned against the use of cer-
tain types of language, phrases, and visuals, that it deems promotional. They
include the following:

• call to action (e.g., “Come in today and take a test drive”)

• superlative description or quantitative claim about a company or its prod-
ucts or services (e.g., “The most intelligent car ever built”)

• direct comparison with the products or services of other companies

Public Broadcast Station Management

295

ch009_Pringle.qxd  2/17/06  8:29 PM  Page 295



• price or value information (e.g., “Only $160 down and $160 per
month”; “7.7 percent interest now”; “Affordable”; “Discount”; or
“Free”)

Current rules allow the presentation in donor underwriting credits of the
following:

• logograms or slogans that identify and do not promote

• location

• value-neutral descriptions of product line or service listing

• brand and trade names and product or service listings9

The underwriting guidelines are a serious matter, and the FCC has shown an
increasing willingness to entertain complaints brought against public stations
alleged to have exceeded the limits.

Like audience support, underwriting must be developed for public televi-
sion to survive. However, the noncommercial aspect is one of the appeals of
public television, and this type of support could ultimately become counter-
productive if the audience begins to perceive excessive commercialism.

OTHER Public television stations of the twenty-first century have had to
become more than program purveyors to survive in the multimedia world.
Stations are offering, or are learning to offer, a range of services beyond the
traditional broadcast program model to remain competitive. They call them
“entrepreneurial activities.” The objective is to generate support to augment
that provided by government entities and the audience.

One example is for-profit services. Some stations, particularly community
corporation licensees in large markets, have developed this alternative service
into a significant revenue item. Entities engaging in this activity organize a
for-profit subsidiary corporation to avoid charges of unfair competition from
their commercial counterparts.

WYES-TV has done this. It rents two mobile units for everything from
NBA basketball with the New Orleans Hornets to movie production to use by
the national commercial television networks.

Other possible ancillary revenue sources include the sale of advertising in
the membership publication. Selling editorial space to other community arts
and educational organizations should be explored, especially with those
organizations that are unable to support financially an independent publica-
tion. Some public television stations rent tower space. 

In sum, management should always be alert to the development of poten-
tial revenue-generating opportunities in our expanding multimedia world.
Figure 9.4 illustrates the mix and proportion of the support elements that
make up the revenue of a community corporation television licensee.

For public television, the budget battle will continue. New funding sources
need to be identified and developed as old ones fade out. It is necessary for
the public electronic media manager to stay abreast of trends. One way to
monitor developments is by reviewing the quarterly and annual revenue
reports distributed by the Station Independence Program. Another, as men-
tioned earlier, is ongoing communication with associates in the industry.
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Expense control is a critical management function. Because of operational
variables resulting from the different types of licensees and market sizes, it is
difficult here to make more than general statements about expenses.
However, specific comparative information is available from the CPB and the
Association of Public Television Stations (APTS).10 Utilization of the CPB
and APTS data makes it possible for the station manager to compare local
expense results with those of other public stations of similar type and size
around the country. Judgments can then be made about the appropriateness
of expense levels at the local station.

The largest single expense item for public television stations is program-
ming. Prices of all programming are increasing, and competition for popular
commercial syndicated product, in particular, has made its cost almost pro-
hibitive for the budget-pressed public station. Cable networks—such as A&E
and The Discovery Channel—are also competing for programming that was
previously the exclusive prerogative of PBS and individual public stations.

Local origination is so expensive that many stations do little of it. Those
operated by universities have an edge here by using qualified students, but
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FIGURE 9.4 Support elements for WYES-TV, a community corporation licensee in
New Orleans. (Used with permission.)
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this resource has not been fully developed on most campuses. With more
viewing choices available to audiences than ever before, local identity
demands some local origination, and the problem will have to be dealt with.
Some local origination is also necessary to satisfy FCC license obligations.

Personnel costs are always a pressure point, particularly in stations largely
dependent upon governmental support. Many stations are unionized. To
some degree, that impacts management’s efforts to deal with the budget.
Elected officials who make funding decisions for many public stations are sus-
ceptible to pressure applied by employees and their representatives.

The low inflation trend of the late 1990s continued into the new century.
When those inflation patterns begin to rise—as they inevitably will—labor
costs will rise with them, further straining already stretched resources.

Another major expense item is development, really fund-raising. As noted
above, it is responsible for generating audience financial support, securing
underwriting, and conducting auctions and other events. As government sup-
port becomes more problematic and operating costs continue to rise, devel-
opment costs also will grow. 

Capital costs are a continuing problem. Technology developments are
escalating rapidly. Government requirements, such as those associated with
DTV, threaten to exacerbate capital demands. Some public stations have
been successful at fully funding annual depreciation. Others are exploring the
possibilities of capital-giving campaigns to remain competitive and develop
the teleplex concept. WYES is doing that in New Orleans, in conjunction
with the University of New Orleans and other stations.

For an example of the distribution spread of a community corporation
licensee’s expense dollar, see Figure 9.5.

Programming Programming is a critical area of management responsi-
bility. It is an axiom in public television that “without audience there is no
support, and without support there is no audience.” In this era of deregulation
and fragmented audiences, management must focus on the three essential
programming elements: strategy, acquisition, and scheduling. Only through a
masterful management of all three can a public television station build the
cumulative audience required for success.

STRATEGY Most public television stations have program directors or
managers who must develop the program strategy in cooperation with senior
management. Strategy is determined by the nature of the licensee, the needs
and interests of the community, the requirements for fund-raising from the
audience and, increasingly, by ratings. Public television executives for years
have dismissed ratings as a game the commercial stations play. Since, so the
reasoning went, public TV had a superior product for an audience other than
the “lowest common denominator,” so there was no reason to be concerned
about audience shares. However, public stations must have significant audi-
ence financial support to survive. And so the quantity and frequency of view-
ers may matter to public television after all. 

The basic direction of program strategy depends upon the type of licensee.
A community licensee puts emphasis on presenting entertainment and cul-
tural programs. The college/university, public school, and state networks may
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have as their thrust more instructional or educational programs. Instructional
programs were important in keeping public stations on cable systems before
the return of the must-carry rule requiring cable carriage of local television
stations. It was resurrected by the Cable Television Consumer Protection and
Competition Act of 1992 and survived a Supreme Court challenge. Aside
from its possible value as a cable carriage mechanism, however, instructional
programming is also a revenue source. Most public television stations carry
some instructional programming.

Paying attention to community needs and interests distinguishes a public
station from the many choices, including other public stations, now available
to viewers over-the air or through cable and DBS. For an example of how a
station can originate specialty local programming in a market with two pub-
lic television outlets, see the local origination section below.

Another factor in program strategy is the need to generate viewer financial
support. Again, that varies with the type of licensee and location. Stations
licensed to community corporations depend primarily on audience support.
However, in these days of uncertain governmental funding, all stations must
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FIGURE 9.5 Expense dollar distribution for WYES-TV, a community corporation
licensee in New Orleans. (Used with permission.)
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rely on it more and more. Hand-in-hand with this factor is the reality that, to
some extent, public broadcasting has succeeded because it is unique. It pres-
ents something that the public cannot obtain elsewhere. Public television
must remain unique, even though the wide range of viewing options available
to audiences makes that a difficult objective.

Obviously, the amount of financial support required today cannot be sup-
plied by a minuscule core of loyal viewers. Public television’s audience base
must be broadened. Ratings may not mean mass program numbers, as
required in commercial television, but they do mean adequate weekly cumu-
lative household totals. To some extent, this need for larger ratings may be in
conflict with the need to remain unique. A balance between ratings and
uniqueness is a goal for management to achieve.

ACQUISITION Having determined program strategy, management
must next identify sources from which to secure the desired programming.
There are five major sources. Together, they account for almost 95 percent of
a public television station’s total broadcast hours:

• Public Broadcasting Service

• regional networks

• instructional

• commercial syndication

• local origination

PUBLIC BROADCASTING SERVICE On the average, public stations obtain a
majority of their programming from PBS. It can be acquired in one of two
ways. The first method is full-service. Under this plan, the station pays a pro-
gram assessment and is entitled to all of the programming that PBS provides.
This includes the traditional popular children’s programs, such as “Mister
Rogers’ Neighborhood,” “Barney,” and “Sesame Street,” and the news and
public affairs offerings, like “The NewsHour with Jim Lehrer” and
“Washington Week in Review.” It also embraces entertainment programming,
such as “Mystery!” and “Masterpiece Theater,” and science and nature pro-
gramming like “Nova.” Concerts, such as “Evening at Pops,” specials, and
documentaries developed by PBS also are part of the plan. 

A second method of acquiring PBS programming is through the Program
Diversity Fund (PDF). This method is used for stations in multistation mar-
kets. Stations using the fund are limited to PBS programming purchases up
to 25 percent of the PBS schedule.

PBS now operates under the “chief program executive model.” In other
words, programs are commissioned and selected by one PBS executive, result-
ing in greater flexibility and freedom than was possible under the committee
approach used formerly.

REGIONAL NETWORKS The regional networks have declined as a major
program supplier to public broadcasting stations. Some are no longer in exis-
tence and others have had new incarnations. 

INSTRUCTIONAL Instructional programming plays a role in public televi-
sion. How much of the schedule it occupies depends upon the type of licens-
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ee. Among the many sources for instructional programming are Western
Instructional Television, TV Ontario, Central Educational Network, and
Great Plains National (GPN).

COMMERCIAL SYNDICATION Budget constraints and program strategy
considerations formerly resulted in the infrequent use by public television sta-
tions of product supplied by commercial syndicators. In recent years, howev-
er, efforts to broaden the membership base have led to its increased use. Some
large-market community stations have programmed off-network series suc-
cessfully. Highly regarded offerings, such as St. Elsewhere and Hill Street
Blues, have been purchased. PBS itself has resorted to this tactic. In the mid-
1990s, it acquired I’ll Fly Away from a national commercial network for
prime-time broadcast. Commercial syndicators, like Wolper Productions and
Granada TV, have become regular sources for public television stations.

LOCAL ORIGINATION The level of local origination depends upon the
type of licensee and the location. Community stations in large cities do more
than the other types of stations. Local programming is expensive, but it does
provide identity and distinguishes public television stations from their com-
mercial competitors and one another.

WYES-TV has differentiated itself from a second PBS station through its
local programming. In a city of parades, the station has a parade of local pro-
gramming. Representative titles are self-explanatory. They include “Seafood
Celebration 2,” “The Nightlife That Was,” “German New Orleans,” “Stay
Tuned: New Orleans Classic Commercials,” and “Steppin’ Out: It’s Carnival
Time.” To control the costs associated with local origination, some stations
have experimented with hiring independent contractors on a per-program
basis. Such arrangements avoid the expense of maintaining a large, on-site
staff for program production.

SCHEDULING Management can have a good program strategy and
acquire excellent programming, but fail on scheduling. If the program sched-
ule is not built properly, the desired goals will not be achieved.

There are as many opinions on how to schedule as there are stations in the
country. While there is no absolute right or wrong, there are some general
guidelines. Most public television stations observe the 1997 nonbinding
Common Carriage Agreement, which has as its objective the airing by local
stations of the PBS core schedule on the night and in the order fed during
prime time. This common carriage is important to program underwriters, to
promotional efforts, and to establishment of a ratings position.

After making a decision on the core schedule, management should exam-
ine its commitment to, or requirement for, instructional programming. These
programs usually are aired in daytime and may be a source of revenue. In
many instances, stations now deliver instructional programming overnight via
broadcast on a batch basis for later classroom use. This development frees up
more daytime hours for programming.

With the two “must” parts of the schedule in place, allocation of the rest
of the time is somewhat discretionary. Public stations do have constituencies
that must be considered, including minorities and special interest groups. To
those must be added the needs and interests of the community as a whole and
the demands to raise financial support from the audience.
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Whatever program choices are made, for whatever reasons, scheduling
decisions must also be guided by the principles of audience flow and counter-
programming. As noted in Chapter 4, “Broadcast Programming,” audience
flow is simply the movement of the audience from one program to the next
and results from the placement of similar type programs back to back.
Whenever possible, dissimilar programs should be separated. As indicated ear-
lier, counter-programming is scheduling against the competition a program
that will serve a segment of the audience whose interests or needs are not being
met. Difference is the key to counter-programming, whereas similarity is
encouraged for audience flow.

Special scheduling considerations come into play during fund-raising
when, for example, emotional or special appeal programs produce the best
results. Different considerations also may be a factor during ratings periods.
Such periods are increasingly important, and the competition stacks the
schedule with their best product at those times. Local licensee philosophy
may prohibit ratings period schedule strategy, but management needs to con-
sider it, at least.

Promotion Historically, the role of promotion in public television was
neglected. Perhaps that resulted from the erroneous belief that ratings were
not important, or possibly promotion was thought not to be important
because public programming was unique and would sell itself. Whatever the
reason, there is an increased awareness of its significance, and many public
stations spend 5 percent or more of their budget on promotional activities.

There are many ways to promote, but the cheapest and most available is
the station’s own air. However, it has its limitations. The average household
has the television set turned on about eight hours a day, but that set is tuned
to public television only one to two hours per week. Therefore, the task is
complicated. On-the-air promotion must be effective. That means that it
causes the viewers of one program to sample other programs offered by the
station. A viewer who watches “The NewsHour with Jim Lehrer” is a candi-
date for “Washington Week in Review.” On-the-air promos for a program
should be run during similar programs that are likely to attract the same audi-
ence. A “Frontline” audience is probably not given to watching “Sesame
Street.” It is a truism of audiences today that they watch programs and not sta-
tions. Accordingly, it makes good sense to promote in the program being aired
other programs that that audience is likely to view.

On-the-air promotion must also be well produced. Promo production is an
art form in the commercial world and needs to become such in public televi-
sion. Promos should be attention-getting and not stereotyped. Station IDs
should be alive and colorful. Public stations gradually have begun to recog-
nize the importance of creative promos, and that trend must continue. Too
often, management overlooks the role of effective, well-produced, and prop-
erly placed program and station promos.

On-the-air promotion reaches only the audience the station already has.
Usually, so does a station’s monthly program guide. For this reason, the program
guide can be a limited promotional vehicle. But it does not have to be. The
WYES-TV guide, for example, is published monthly in a slick, glossy, local, and
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popular publication called New Orleans. This tactic assumes that the station’s
program fare will become known to members and not-yet members each
month. It is a clever and very efficient means of promotion (Figure 9.6).

More typically, it is an in-house publication that is circulated to viewers
pledging financial support and carries listings of regular and special pro-
grams. Stations that depend solely on on-the-air promotion and program
guides limit their opportunities to broaden their audience and increase their
financial support.
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FIGURE 9.6 Cover of New Orleans magazine, which contains the monthly pro-
gram guide for WYES-TV.  (Used with permission.)
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New viewers must be attracted. The most commonly used method of
broadening the public television audience has been newspapers, especially
Sunday television sections, which may be more widely consulted than TV
Guide. Newspapers are valuable for promoting image, news, and special
series. However, their readership is declining, and newspaper demographics
are older than the target audience public television needs to attract. Hence,
newspapers should not be relied upon to the exclusion of other media choic-
es available.

Radio can be used to supplement other promotion. It is economical and
can be targeted to the desired audience. For example, “The NewsHour with
Jim Lehrer” can be promoted on news and talk stations. “Masterpiece
Theater” and “Mystery!” spots can be run on adult contemporary stations.

Another potential promotional tool is cable television. While cable presents
a financial and audience challenge to public television, it can be used effective-
ly. Cable systems have local advertising time available in national, advertiser-
supported networks. Cable spots are relatively inexpensive, often cheaper than
radio, and certainly less expensive than commercial television. In addition,
they can be targeted toward a specific audience. More and more stations are
dedicating cash to the purchase of ad time in local system availabilities on basic
cable networks. These campaigns are designed to attract viewers aged 25 to 44
and to change perceptions about public television. The networks used include
A&E, ESPN, CNN, TNT, USA, MTV, Lifetime, and Nickelodeon.

Periodicals such as TV Guide and local market life and leisure-type publi-
cations should also be considered as promotional vehicles. Other possibilities
are outdoor, transit, and taxicab advertising.

In recent years, an exciting new promotional vehicle has emerged for pub-
lic stations: the Internet. Stations can now display their programming on Web
sites and promote to an audience that largely consists of the demographics
desired by public television. 

For the promotion-minded public broadcast executive, budget will be a
problem. However, in this multiple-choice viewing world, promotion is essen-
tial. Management must know what promotion options are available and how to
use them. The promotion function in public television now is of critical impor-
tance and, in many stations, is combined with the fund-raising function. For
that reason, the promotion manager is often called the development director.

Research Research provides the road map for a station’s programming
and promotional strategies. Its importance cannot be over-emphasized.
Research provides insights into what genre of programs should be considered
for airing and into program placement in the schedule and in relation to
other programs. It also provides guidance on what programs should be pro-
moted to the public, both on the air and in outside media.

Research can be developed from routinely available sources or can be spe-
cially commissioned. The former include standard quarterly ratings reports
provided to subscribing stations by Nielsen. In addition, specialized reports
can be ordered. One example is the county coverage survey, which provides
management with details of the relative strengths and weaknesses of a station
in each county of the survey area.
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Additional ratings information is available to PBS members in the Station
Audience Report, issued at the end of each sweep period in November,
February, May, and July. PBS also issues annual Designated Market Area
(DMA) profiles. These research reports provide household demographic
characteristics, sex/age demographics, and general market information for
each of Nielsen’s DMAs. Individual markets may have characteristics that
require special consideration in programming and promotion. The DMA
Market Profile is one source of such data.

Station management may utilize other methods of obtaining research
information. One technique is to place a questionnaire in the monthly pro-
gram guide, seeking the program preferences and attitudes of the audience,
which presumably consists of confirmed viewers. Such input is important
because of the necessity of satisfying this financially supportive core audience.
Program guide surveys are augmented by mail and telephone calls to the sta-
tion, usually from committed viewers.

To broaden its information base, a public station may commission special
research among viewers in the market who may not be part of its current audi-
ence. In-depth special research may suggest program and promotional
changes that could result in a broadening of the station’s viewership.

Many private companies provide such services. For example, The Gallup
Organization will work with a station to design a questionnaire, complete the
field research, and issue a report. Companies charge a fee and, for some sta-
tions, the cost is prohibitive. An alternative is to commission a local college
or university to undertake the work. Public broadcast stations operated by
college/university licensees are particularly well positioned to avail them-
selves of that opportunity.

Fund-raising efforts also are a research tool. Programs that produce the
largest viewer pledges often are a good indication of what the audience wants.
Comments made by viewers while calling in pledges also provide useful
insights.

Stations also collect information when they call viewers. Outside the on-
air campaigns, many stations conduct telemarketing membership renewal
campaigns, during which they compile audience program preference data.

To complement this local information, management should determine
audience strategies that have worked well in other markets. Contacts with
other public station managers can provide valuable data.

In the current fragmented, competitive viewer market, research is an
important and ongoing function of the public television station executive.

Cable Relations Initially, the emergence of the cable industry was a
favorable development for public television. Many stations operate on UHF
channels and experience coverage and signal-quality problems. Cable sys-
tems enhanced their coverage area and improved the reception quality for
many viewers. Because public television relies heavily on viewers for financial
support, the benefits to be derived from cable carriage are obvious.

It was noted in Chapter 8, “Managing the Cable Television System,” that
court decisions in the mid-1980s eliminated the FCC must-carry rule requir-
ing cable systems to carry local broadcast stations.11 However, the rule was
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restored by the Cable Television Consumer Protection and Competition Act
of 1992 and upheld by the United States Supreme Court.12 Under this law, a
system’s obligation to carry noncommercial educational stations depends on
its channel capacity. Systems with 12 or fewer channels must carry one local
noncommercial station. Those with 13 to 36 channels must carry all local
noncommercial educational stations up to a maximum of three, while sys-
tems with more than 36 channels must carry all local noncommercial educa-
tional stations.13 If a system operates in a market with no noncommercial edu-
cational stations, it must import one.

Good relations with cable systems in the station’s DMA are important.
Public station managers must appreciate the need to maintain contact with
them to lobby for the uniqueness of their product. A growing number of sta-
tions designate a person to handle relations. The cable operator must be told
of specials and schedule changes. If the station will be off the air for any rea-
son, the cable system must be informed, since service interruptions result in
telephone calls to the system. If adequately advised, cable operators may be
able to avoid the calls by displaying information pertaining to the schedule
change or transmission difficulties.

Problems with cable systems should be reported to the Washington-based
APTS, which works with policy makers on questions of vital concern to the
public television industry. Cable regulation is certainly one.

Community Outreach Any entity that relies on governmental support
as much as public television needs to be image-conscious and to maintain
good community relations. Station and staff involvement in community life
through participation in local activities and organizations can be helpful.

Beyond that, the traditional ways to promote community outreach are
through on-the-air public service announcements and community events cal-
endars. Requests for this kind of publicity assistance are frequent and should
be accommodated whenever possible.

The concept of community relations also should be kept in mind when
planning local origination of programs of a continuing nature, such as news
or public affairs and documentaries.

However, outreach has become a specialized art and it is now probably the
second most important management task behind fund-raising. It seeks to pro-
mote community engagement through public television. A national center for
outreach has been established in Madison, Wisconsin. Its goals are to provide
revenues, training, and funding for public television stations, to promote
meaningful outreach at the local level, and to expand the presence of out-
reach within public broadcasting.

The center provides the following:

• information clearinghouse

• catalyst for action

• outreach pipeline

• grants

• training14
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An example can explain the center’s role. Public stations air educational
children’s programming. WYES-TV in New Orleans does this. Then, it uses
“outreach” to extend the programming beyond the screen by using workshops
for parents, teachers, and caregivers. The station distributes program guides,
activity sheets, and media literacy information. It also offers a “First Book”
program to distribute books to disadvantaged children.

A final consideration is license renewal. Every television station must apply
for renewal every eight years. If citizens or citizen groups do not believe that
the station has been operated in the public interest, they can file a petition to
deny renewal. This has happened to some public stations, most often because
of the station’s failure to address the needs of some constituency, such as an
ethnic group.15 Good community relations can identify a problem like this
before it matures to a denial petition.

Engineering Engineering, which has always been a big problem for
PBS stations, has become a bigger one with digital. As before, equipment
must be purchased and maintained. Even the best programming is not worth
much if the audience cannot receive a quality signal. But quality costs money.
Capital costs are a significant ongoing expense. Most managers do not have
engineering backgrounds to evaluate technical options effectively. However,
it is important to devote the time required to stay abreast of these matters. The
on-the-air look and sound are critical to the station’s success.

As noted earlier, the expense of equipment acquisition may be offset by
grants from the National Telecommunications and Information Administration.
The station applicant must support the purchase with some of its own funds,
usually up to 50 percent of the total amount. 

Digital television is the major engineering challenge in the early years of
the twenty-first century. High-definition television (HDTV) is a reality and
PBS has taken a leadership role. Its HD Channel offers original high-defini-
tion programming.

At the local level, digital has provided stations with 19.4 Mbps for broad-
cast. This means that stations can provide multicasting or other on-air servic-
es beyond their normal program schedule. How this extra spectrum is used is
left to the station. In New Orleans, WYES-TV operates HDTV from 7 P.M. to
6:30 A.M. From 6:30 A.M. until 7 P.M., it operates four channels of standard-
definition programming (see Figure 9.7).

Administration Having identified the component parts of public tele-
vision, let us now turn to the administrative function. Quite simply, it involves
integrating the parts into a smoothly operating station that delivers the desired
product to an aware audience. It includes managing employee benefits, rela-
tions, and conflicts. It is negotiating—for acquisition of program product, for
equipment, and union contracts. It also involves the presentation for approval
of the operating budget to the supervising authority, be it a board, official,
commission, or agency. It is paper work, such as the preparation of grant
applications, the CPB Certification of Eligibility, and program schedules for
TV Guide, newspapers, and ratings services. In reality, it is managing people
and deadlines.
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FIGURE 9.7 How WYES-TV, New Orleans, uses its 19.4 Mbps of digital spectrum. (Used with permission.)
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Administration is the management function where a lot of executives fail.
If attention to detail is missing, the component parts, as good as they may be,
will not matter. It is the least inspiring but most important aspect of public
electronic media management. For it is here that it all does, or does not, come
together.

RADIO

A total of 2,551 noncommercial radio stations are licensed in the United
States.16 Among those, nearly 800 are funded by the CPB17 and broadcast
NPR and Public Radio International (PRI) programming. Still others, main-
ly community corporations, receive CPB grants and do not air NPR or PRI
programming. Like public television stations, public radio stations are divid-
ed into four licensee categories: community organizations, colleges/universi-
ties, state authorities, and local educational or municipal authorities.

ORGANIZATION AND PERSONNEL

The staff size and organizational structure of a public radio station depend on
the market, type of licensee, and format. Normally, a station has a general
manager or station manager, who reports to a supervising authority. As in pub-
lic television, the composition of the upper-level governing authority depends
on the type of licensee.

Reporting to the general manager or station manager are various depart-
ments. Structures and titles vary widely. Figure 9.8 presents the organizational

Public Broadcast Station Management

309

FIGURE 9.8 Organizational chart, WWOZ-FM, New Orleans. (Used with permis-
sion.)
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chart of a community corporation licensee in New Orleans. The station is
CPB-funded but carries no NPR or PRI programming. It has a small paid staff
and 450 volunteers. The station employs an eclectic format that features
blues, jazz, Cajun, zydeco, gospel, Brazilian, and Caribbean. It is a national
program producer and broadcasts live from the annual New Orleans Jazz &
Heritage Festival each year. On-air hosts program their own music.

The station generates a weekly cumulative audience of 50,000. Its motto
is “More platter, less chatter.” It programs no news or public affairs. However,
at every odd hour of the day, it airs the Livewire, which lists that night’s
events in area clubs. For additional information about the station, visit
http://www.wwoz.org.

MANAGEMENT TASKS

Public radio managers exercise responsibility over seven principal station
activities. A review of each of these management tasks will reveal the evolving
nature of public radio and the problems it faces in the current fragmented,
competitive marketplace. It will also allow an examination of the manage-
ment tools and techniques to meet the challenges and an opportunity to con-
trast public radio with its commercial brethren. The tasks are as follows:

• fund-raising and expense control

• programming

• promotion

• research

• community outreach

• engineering

• administration

Fund-raising and Expense Control  Many of the comments about
public television budgets made earlier in this chapter also apply to radio.

Formerly, program production was concentrated at the national level.
Today, CPB radio programming funds are paid directly to qualified stations. In
addition, NPR has “unbundled” its programming. In other words, member sta-
tions now may take all or part of the NPR program offerings. These changes
obviously have had an impact on the financial management of public stations.

Public radio is noncommercial. Unlike commercial radio, it does not have
advertisers as a principal source of operating funds. Therefore, it has looked
to alternative funding sources. The four principal sources are

• federal government

• state government

• audience

• underwriting
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FEDERAL GOVERNMENT Public radio relies upon two principal
kinds of federal funding, both of which emanate from the CPB. The first is
the Community Service Grant. To qualify, a station must demonstrate that the
station has adequate power to provide a minimum designated signal over the
station’s city of license, that it has at least five full-time employees, and that it
operates a minimum of 18 hours per day on a minimum nonfederal income
of $100,000.

The Corporation for Public Broadcasting’s second method of distributing
federal funds is via National Program Production and Acquisition Grants.
They are a result of the 1987 CPB decision to fund program production at the
local station level rather than through NPR.

Neither grant requires station matching funds. However, CPB does provide
grants for many local station activities, some of which do require station funds.

It is important for management to know the many kinds of grants avail-
able and how to obtain them. Some of them will be discussed later in the
chapter.

Equipment purchase support is available through the NTIA. To qualify for
NTIA funds, stations must submit a detailed written proposal and be able to
generate matching funds.

Federal funding is important to local public radio. Even though it usually
accounts for less than 20 percent of revenues generated, attention to the
details and procedures necessary to ensure the station’s continuing qualifica-
tion for federal monies is a management priority task.

STATE GOVERNMENT A second key ingredient in public radio
finances is the support of state governments. States may fund some licensees
directly through annual appropriation, as in the case of public radio stations
operated by colleges or universities. Some states operate statewide public
radio networks that are funded, in part, by state legislatures.

The future public radio manager should simply be aware that significant
state financial resources are available and that complying with state proce-
dures and deadlines is a major management function.

AUDIENCE All public radio stations rely upon their audiences, to some
degree, to meet their budgets. For many stations, this source of funding is now
the most important single revenue item, more so for community corporation
licensees than for other licensee categories. WWOZ-FM in New Orleans
derives 66 percent of its annual revenue from membership pledge drives and
related activities. Generally, this audience outreach takes the form of one or
more on-the-air pledge or membership drives. Spring and fall are favored
times of the year for such activities. That is how WWOZ-FM does it.

Memberships are available at various levels. The higher the dollar amount,
the better the premium that accompanies the pledge. WWOZ’s premiums tie
into the lifestyle of its members. They include passes to popular nightspots,
such as House of Blues, Rock ‘N’ Bowl, and Tipitina’s. 

As noted earlier, WWOZ is a national program production station. Part of
its CPB Program Acquisition and Support Grant supports the production of
compact disks (CDs) cut at live performance venues. The CDs are used, in
part, as pledge drive premiums. The station’s average annual membership
pledge is $180, compared to the national average of $73.22.18
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The design of the fund-raising drive is in the hands of the local station. For
NPR stations, there is also a national fund-raising framework. Special versions
of popular programs are presented. For a producer’s manual for the WWOZ
spring membership drive, please see Appendix B, “Excerpt from Membership
Drive Producer’s Manual.”

Most stations prefer not to break the existing format during fund drives.
Instead, special editions or encore presentations of programs are presented in
their regular time periods. During fund-raising, a station might use a Garrison
Keillor special, for example. Such programming is then interspersed with on-
the-air appeals to the audience. Premiums might be anything, but the more
successful ones are books, such as Go Public, which features coverage maps
and format information on public radio stations across the country, and cof-
fee mugs displaying the names of popular programs. Phone-in pledges are
taken by volunteers, usually community leaders and members of community
organizations. Where possible, involvement of local sports or entertainment
celebrities is desirable.

Public radio stations do engage in other kinds of fund-raising. Music sta-
tions often mount performance events for revenue. WWOZ, for example,
organizes a series of Piano Night concerts. The station also arranges an annu-
al Mangold Freeze. These two events generate $75,000 in net annual revenue
for a station whose annual revenue is $1.4 million.

Some public radio stations produce auctions. However, this fund-raising
method is difficult because radio lacks the visual element. Special events, with
personalities from national programs carried by the station, are another type. 

New methods of audience fund-raising are developing and evolving. It is
important to be aware of ideas and success stories from stations around the
country. This can be done by direct contact with other public stations or by
membership in selected organizations. Other development and fund-raising
information is available on the Internet.19

UNDERWRITING This revenue source is used either to develop or
present programs. As a rule, public radio stations are more active than televi-
sion stations in program development. Stations involved in program produc-
tion may submit grant applications to large corporations or foundations to
secure funds.

Stations not engaged in program development still may rely on underwrit-
ing to defray some of the costs of presenting programs. To secure presentation
underwriting, a representative of the station offers to a local business sponsor-
ship identification during the program in exchange for a monetary contribu-
tion. To preserve noncommercial integrity, close attention must be paid to the
preparation of underwriting copy.

Product identification is acceptable. Price information, product compar-
isons, and customer motivational language are not. Comments made earlier
in the chapter about the specific guidelines are relevant here.

Since underwriting is one of the few realistic revenue sources available to
public radio, management should provide sufficient personnel and support to
develop it.

For a summary of the principal sources of revenue for a public radio sta-
tion, please see Figure 9.9.
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In these times of decreased resources and increased competition, expense
control for public radio management is as important as revenue enhancement.

The largest public radio expense items are programming and staff. Public
radio stations tend to originate more programming than public television sta-
tions. Many stations also maintain a local news presence, and that is expensive.

Purchased programming is also expensive. The unbundling of NPR pro-
gramming has not led to the predicted cost reduction for stations. As a result,
many member stations have defected and spent their money with competi-
tors, like Public Radio International. Loss of member dollars for NPR pro-
gramming only further increases the cost for those who use it.

Public radio is not as equipment-intensive as public television. However,
the quality of on-the-air product and signal are affected by technological
developments and their accompanying expense. Digital audio broadcasting
(DAB) is an example of a likely future expense in this category. Digital ana-
log is here in the form of IBOC. Digital multichannel radio is progressing.
When fully deployed, it will result in noncommercial FM radio having addi-
tional spectrum available for separate program streams from the main chan-
nel. The implementation of digital will require raising capital funds to buy it
and having the engineering expertise to install and operate it. 

Promotion is becoming a greater expense item. Deregulation has led to an
increased number of radio stations with more varied formats. As a result, the
public station will have to spend more on promotion to stay positioned as an
attractive media alternative.

Specific expense comparisons can be made with similar public radio sta-
tions in other markets by consulting annual expense data compiled by the
CPB. Management should examine such information as part of the continuing
effort to allocate and control expense dollars.

For an example of public radio station expense distribution, please see
Figure 9.10.

Programming The measurement of a successful program strategy in
public television is cumulative audience. In public radio, however, it is TSL,
or how long listeners are tuned in, and that requires a different program
approach. The goal is to select a format that will retain the audience for extend-
ed periods of time. Usually, a public radio station plays to one constituency,
whereas a public television station plays to many in order to build audience.

Public radio is format-based. In that respect, its programming is similar to
that of its commercial counterparts. However, public formats are specialized,
with narrower audience appeal. For that reason, most of them would not be
commercially viable. Public stations provide an important function by servic-
ing what would otherwise be unserved portions of the radio audience.

FORMAT SELECTION To succeed in public radio today, a niche in the
fragmented radio spectrum must be identified and a format developed to fill it.
Historically, management has had six recognized formats from which to select:

Classical and fine arts consists of recorded music and, at times, live con-
certs. Additional programming to support this format is available from
NPR and other sources.
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Jazz is mainly recorded music and live concerts. Supplemental program-
ming is obtainable from NPR.

News and public affairs is a format that can be partly local and partly
national. National programming support is available from NPR and from
PRI, which carries the BBC World Service.

Community service and public access is primarily a locally originated for-
mat designed to provide information to, and a forum for, those who may
be neglected by the programming of other radio stations in the market.

Eclectic is the format used by most stations. It offers something for every-
one, but does not generate the high TSL now considered desirable. 

Dual format is a program concept featuring news and a certain type of
music, usually classical or jazz.
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In addition to these six recognized formats, another public radio format has
developed. It is known as the Adult Acoustic Alternative (AAA). This experi-
mental concept represents an attempt to attract younger demographics by
offering contemporary music, and it appears to be having some success.

Like public television, public radio has had to rely more on audience sup-
port due to decreased government funding. Commercial services to assist
public radio in increasing its audience have been developed. An example is
“Classical 24,” a service that selects classical music that will appeal to the
NPR news listener.20

The format ultimately selected will be dictated by the type of licensee
operating the station, the needs and interests of the community, and the posi-
tioning of other radio alternatives in the market.

NATIONAL AFFILIATION Having selected a basic format, the public
radio program director must now decide how to augment it with a national
service or services. At present, two primary services are available.

The oldest, and best known, is National Public Radio, or NPR, a private,
nonprofit membership corporation that produces and distributes programs.
National Public Radio programs via satellite to more than 780 stations in all
50 states.21 The programming it provides can be purchased in its entirety or
in units. In recent years, NPR has tended to make more individual programs
available. Major program blocks include the Morning News Service, the
Afternoon News Service, and Performance Programming.

The morning service features a program called Morning Edition, and the
afternoon service’s main offering is All Things Considered. They are now the
most listened-to public radio programs in the United States. National Public
Radio’s weekly audience has doubled in the last ten years to 26 million per-
sons.22 Performance programming comprises a variety of content, including
music (classical, jazz, and folk), drama, and comedy. Popular features are Car
Talk and Talk of the Nation. National Public Radio also offers as a major feed
Performance Today, which includes occasional features in a classical music
context.

National Public Radio members pay for the programming they use and for
transmission costs, as well as the basic station membership fee. 

In addition to its programming services, NPR also provides program-
producing stations with distribution services. The Extended Program Service
enables stations to send their programs to other stations via the Public Radio
Satellite System, which maintains uplinks and downlinks throughout the
country.

The other national service is Public Radio International, or PRI.
Originated in 1982, this nonprofit corporation provides an alternative to NPR,
and many stations subscribe to both. Instead of membership fees, public sta-
tions pay affiliation fees, the amount of which depends on market size.

Public Radio International’s programs originate with local stations and
independent producers. Funding for program acquisition is provided by foun-
dations, corporations, and station program fees.

Initially, Public Radio International did not offer as full a range of pro-
grams as NPR. However, its program offerings have expanded considerably. It
distributes news and special programs, some of which, like Prairie Home
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Companion and Michael Feldman’s Whad ’Ya Know?, have enjoyed signifi-
cant followings. Other popular programs include This American Life and
Studio 360. As noted earlier, PRI also carries the BBC World Service.

Unlike NPR, PRI does provide some programming for the basic affiliation
fee. It is an important program source for public radio program directors, and
affiliation with it does not preclude association with other sources. Public
Radio International’s program schedule is available on the Internet.23

National Public Radio’s program pricing policies have led to the rise of
independent program producers seeking to capitalize on the programming
void and develop a new market for their products.

Some major market public radio stations also have become program pro-
ducers. Examples are WGBH, Boston, and WCLV, Cleveland, which oper-
ates as Seaway Productions. WFMT, Chicago, offers the WFMT Radio
Network. Another example is WWOZ, New Orleans, which produces record-
ings of live jazz concerts for distribution to stations around the country. 

Program directors have an ever-increasing selection of content sources. To
stay in touch with what is happening, they should consider membership in
the Public Radio Program Directors Association (PRPD),24 which makes
information available to its members through a newsletter. Staying current is
a continuing challenge for public radio management, and industry associa-
tions are one way to do it.

Promotion Radio is more competitive and fragmented than ever. As
more stations go on the air, as more are allowed to upgrade their power, and
as contour overlap is reduced, the situation will intensify. In this climate, pub-
lic radio management must promote. Gone are the days when programming
promoted itself through its uniqueness. The number one way to promote is
on the station’s own air. The goals are to persuade existing listeners to tune
into some of the station’s other programs and to increase the TSL.

Outside promotion in public radio is conducted in a variety of ways. The
most traditional has been the program guide, which appears in all shapes and
sizes, from simple one-sheets to elaborate magazine-style monthly publica-
tions, such as Minnesota Public Radio’s Minnesota Monthly. Some stations
have foregone the monthly publications altogether. Instead, they rely on their
Web site and other forms of advertising.  As noted earlier in the chapter, pro-
motion is one of the larger expense items. 

Newspaper has also been a traditional public radio promotional vehicle. It
is suitable for image promotion and can be employed to promote news, pro-
grams, and series.

There is a realization in public radio that promotion methods must change
to adapt to the new competitive environment. While research shows that pub-
lic radio listeners are above-average newspaper readers, many development
directors now utilize television. Television is expensive and may be cost-pro-
hibitive. However, some public radio stations have been successful at playing
TV spots as public service announcements on commercial TV stations.
While broadcast TV is expensive, cable TV is not. Local spots in national,
advertiser-supported cable networks carried by cable systems are affordable
and effective. Announcements on CNN, A&E, The Discovery Channel, and
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The Weather Channel are examples for news and public affairs formats.
Bravo, MTV, BET, and VH1 may be more appropriate for music formats. 

New forms of outside promotion for public radio are emerging. Borders, a
national bookstore chain, promotes public radio with in-store kiosks. National
Public Radio and many of its member stations maintain Web sites. The
Internet allows the station to display its program schedule, features, and spe-
cial events, and even to attempt to recruit new members.

The CPB has recognized the importance of promotion and makes available
to stations promotional Tune-In Grants. To qualify, stations must apply for
them, but they are fairly automatic. There is a matching funds requirement, as
well as a requirement to file a final report once the promotion campaign is over.

National Public Radio also develops promotions for its news programs, and
promotional ideas are found in the NPR monthly memo to managers.

Peer contact is always valuable for insights into promotional concepts that
have worked for others.

While some promotional techniques of commercial radio are inappropri-
ate for public radio, there are many that can be used. Among those are
bumper stickers, T-shirts, and some kinds of contests. On-the-air contests do
build quarter-hour audience and do increase critical time spent listening. On-
the-air promotion is an element of the total promotion concept.

Development directors for public radio are also frequently the promotion
managers. The promotion aspect of the job should be given as high a priori-
ty as the fund-raising aspect.

Research Public radio management must regularly identify the constant-
ly changing program needs and interests of the audience. A good place to
begin is with a review of reports provided to subscribing stations by the nation-
al ratings service, Arbitron. The frequency of the report depends on the size
of the market. Because public radio stations do not have access to the kind of
ratings information provided by PBS to television stations, management
should consider subscribing to a service that is available and affordable.

As an alternative, a public radio station may choose to develop its own data
through specially commissioned research. WWOZ-FM in New Orleans con-
tracts for proprietary research with a company called Audigraphics,25 which
analyzes Arbitron data for the station. The analysis provides station manage-
ment with strategic planning information, such as the appeal of the station
and the loyalty of its audience compared to certain competitors. For specifics
of the station’s listening demographics, please see Figure 9.11.

Many public stations operated by colleges or universities are in a unique
position to undertake audience research.

Other useful information comes from mail and telephone calls to the sta-
tion. Talk shows featured on many public radio stations are an effective means
of sampling audience attitudes. Station fund-raising also often yields valuable
insights into listener likes and dislikes.

Finally, through the CPB, it is possible for a public radio station to secure
financial assistance for research. The CPB offers grants for research develop-
ment. Stations must submit detailed written proposals to qualify. Competition
is quite intense, but the effort may prove worthwhile.
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Community Outreach Community outreach is as critical to public
radio stations as it is to public television stations. The paramount reasons are
the level of governmental support and the license renewal, which occurs
every eight years. Over the years, there have been occasional cases in which
the licenses of some stations have not been renewed. Often, the reason lay in
offenses to community sensibilities by the stations.26

To enhance community outreach, a public radio station can, of course,
utilize public service announcements and involve itself in local civic and
charitable activities. Depending on the format, the station may have legitimate
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FIGURE 9.11 Who WWOZ’s listeners are: the demographics of listening. (Source:
WWOZ-FM, New Orleans. Used with permission.)
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visible personalities. Talk shows have become America’s town meetings.
Stations with host talent should consider instituting a speakers’ bureau to pro-
vide guest speakers for civic organizations, charities, and schools. Similarly,
invitations to community leaders to appear on interview programs will assist
in maintaining good community relations.

There is more local programming in public radio than in public television.
Hence, there are more opportunities to develop community relations.
WWOZ does it by going into the live music venues in New Orleans where it
broadcasts and records. 

Engineering Observations made earlier about the importance of engi-
neering in public television are equally applicable to public radio.
Equipment must be bought and maintained to provide the quality signal
necessary to retain and build an audience. As already noted, management
should be aware of the grant assistance available from NTIA for equipment
acquisition.

Administration Most of the comments made earlier in the chapter
about public television administration also pertain to public radio. However,
some additional comments are necessary.

Because radio budgets are tighter, fund-raising more difficult, and staff
sizes smaller, public radio managers are under more pressure to administer
expertly their more limited resources. Employing personnel who can perform
multiple functions well is a real management challenge. Local program orig-
ination is a bigger factor than in television, and that poses its own problems.
Coupled with that is the need for adequate supervision of on-the-air program-
ming and talent. Some public stations have offended public sensibilities with
programs, music, or comments by talent. Regulatory officials and lawmakers
are taking a tougher, more rigid position on indecency and obscenity, as evi-
denced by the promulgation and implementation of the 1987 FCC’s inde-
cency standard (see Chapter 7, “Broadcast Regulations”). Public managers
and program executives need to be vigilant. Apart from the equities of a case,
the cost of defending an FCC indecency complaint can destroy the budget of
even the best financially positioned station.

Stations that belong to NPR do have some administrative assistance.
National Public Radio has representation and distribution divisions. The
representation division attempts to protect the position of public stations on
critical issues before various governmental bodies. It also acts as a mediator in
disputes between NPR and member stations. The responsibility of the distri-
bution division is the NPR satellite system, which is important to many sta-
tions that produce programs. National Public Radio also provides a monthly
memo that keeps management abreast of current issues and opportunities.

Management should also maintain contact with management at other sta-
tions for advice and ideas. A listing of stations and executives can be found in
the Public Broadcasting Directory, published annually by the CPB.
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LOW-POWER FM RADIO

In 2000, the FCC authorized a new noncommercial service called low-power
FM (LPFM). Stations are limited to 100 watts of power and an antenna
height of 100 feet above average terrain.27 They are not available for licensing
to individuals and are dedicated to noncommercial educational entities and
public safety or transportation organizations.  

The average range of LPFM is thought to be 3.5 miles. In practice, it
seems to be a bit more. There has been a raging controversy over interference
issues arising from LPFMs and a battle over an FCC plan to issue more such
licenses.

Advocates assert that these entities are restoring some of the “localism”
that, they argue, has been lost to consolidated radio and its profit quest.

NONCOMMERCIAL LICENSING PROCESS

As noted in Chapter 10, “Entry into the Electronic Media Business,” the
FCC uses an auction to award licenses for new commercial station facilities.
The process for granting new spectrum for noncommercial licensees is not
the same.

Where there are two or more applicants for a noncommercial new build,
the FCC had historically used a point system to award licenses. The system
was challenged unsuccessfully in the federal court of appeals for the
Washington, DC, circuit.28 The court-sanctioned points are as follows:

• two points for “local diversity”

• one or two points for the best technical proposal

• three points for the best-established “local entities”

• two points for being a “statewide” educational network (alternative to
local diversity)29

WHAT’S AHEAD?

Public broadcasting has grown considerably in the last ten years. Audiences
have increased. So has funding, to some extent. A Roper poll commissioned
by PBS placed the network second to defense as a value expenditure. And
then there was the trust factor. The Public Broadcasting Service bested Congress,
the federal government, the courts, commercial broadcast networks, newspa-
per publishers, and cable TV.30

Notwithstanding the impressive survey results, the fight for the soul of pub-
lic broadcasting will continue. Some who work in it and consider it unique
will have difficulty adjusting to the fragmentation of audiences. Purists in the
audience will be offended by the increased number of underwriting credits
and the growing amount of mainstream, entertainment programming.
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Financial stability will be the ever-elusive goal to be satisfied. In 2004,
then-PBS chief Pat Mitchell advanced a plan to free the organization from
federal funding. She proposed that the federal government pay $5 billion to
The PBS and nothing thereafter. The money would be offset by public sta-
tions giving back analog spectrum early so that the FCC could auction it off.
The Public Broadcasting Service has been trying to get out from under the
sometimes fickle U.S. Congress since the 1960s. This payment would make
it more stable and more competitive, she argued.31 Who knows what will hap-
pen to this proposal?

In the future, public broadcasting will become more performance-driven
to survive. In that respect, it will not be unlike its commercial counterparts.
Local origination will probably decline, due to cost. College and university
licensees may be an exception, since they can receive assistance from stu-
dents in exchange for academic credit. Syndicated programming will become
more dominant in both radio and television.

The Congress and public broadcasting are in a truce over funding at the
moment. But soon the issue will be faced again.

The role of the Internet in the future of public broadcasting also must be
considered. A marriage of television and the Internet will occur and lead to a
situation where viewers watch programs selected from a menu. Established
delivery systems, such as the current, over-the-air commercial and noncom-
mercial networks, may have had their best days.

It will be important for the future that those aspiring to a public broadcast-
ing career keep upgrading their professional qualifications through on-the-job
experience and continuing education. Events in the new century are moving
at a rapid pace, and the places and types of employment will probably be sig-
nificantly different from those of the past.

SUMMARY

Noncommercial broadcasting evolved into public broadcasting with the pas-
sage of the Public Broadcasting Act of 1967. A three-tiered structure now
exists: (1) local stations funded in part by (2) the CPB with program distribu-
tion provided by (3) nonprofit membership corporations—PBS for television
and NPR for radio.

Public television stations are operated by four types of licensees: commu-
nity organizations, colleges/universities, state authorities, and local education-
al or municipal authorities. Organization of the local station depends to some
extent on licensee type. Some stations are more active in programming for
general audiences and others in instructional television.

Absent any specialized activity, the major management tasks in public tele-
vision stations can be classified fairly uniformly into eight categories: fund-
raising and expense control, programming, promotion, research, cable relations,
community outreach, engineering, and administration. Budget considerations
have become paramount, because continued significant governmental fund-
ing is no longer assured. As a result of the necessity of raising nongovernmen-
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tal funds, public television has become more ratings-conscious and pays special
attention to weekly audience cumulative numbers, as opposed to program
numbers. Increased competition from many sources has led to a need to attach
more importance to programming concepts and promotion. The reality of
cable television must also be dealt with, particularly since many stations
depend on cable’s reach to deliver programs to areas not covered by their over-
the-air signals.

The future will be demanding for public television. Management will
have to refine and develop skills to contend with the opportunities and prob-
lems of the evolving competitive marketplace.

While there are more than 2,500 noncommercial radio licensees in the
United States, fewer than 800 meet the eligibility requirements for funding by
the CPB and, thus, are classified as “public.” National Public Radio provides
programming and distribution services for these stations. However, the growth
of alternative program sources has reduced the reliance that stations once had
on NPR.

Basically, public radio management has seven major functions: fund rais-
ing and expense control, programming, promotion, research, community out-
reach, engineering, and administration.

Public radio also has had to make fund-raising a priority. Accordingly,
developing ratings is important. Ratings in public radio mean TSL, not
cumulative audience. Fragmented markets have also led to a new emphasis
on promotion.

Most stations use one of seven recognized and evolving formats: classical,
jazz, news, access, eclectic, dual, and adult acoustic alternative (AAA). Many
produce programs for distribution to other stations.

Strategy for the new century requires the public radio manager to achieve
results in a more crowded marketplace and with fewer resources.

CASE STUDY: TELEVISION

KTWO-TV is slated to become the second public television station in a mid-
sized market in the Southeast. There already is a generic PBS affiliate in the
community. It is a tape and celluloid operation. This station, KBAD-TV, carries
whatever PBS offers. The only thing that is live at the station is the guard dog.

KTWO-TV is a community corporation at the moment. The president,
Can Do, is a wealthy car dealer who has contributed $700,000 to get things
going. He has hired you to bring his plan to life. The goal is to be the best that
he can be with someone else’s money. The station will be a full-power facili-
ty, with 15 fulltime staff and broadcasting 3,000 hours a year.

Mr. Do has gone back to the dealership. He expects you to secure the rest
of the funding, programming, and anything else that might be required.

EXERCISES

1. Your first thought is to secure federal funding. What must you file for
and with whom?
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2. Will you be successful?

3. What are your other potential sources of funding? 

4. You want to buy certain PBS programs for KTWO’s debut. These
selections amount to about 50 percent of the total PBS schedule and
include the common carriage schedule. What do you apply for with
PBS? Will you be successful?

5. Mr. Do wants to underwrite programming on the station for his car
lots. His sample copy says, in part, “Tow it in or ride it in to get the
best price on the best cars in the city.”  Will you air the copy? Why or
why not?

CASE STUDY: RADIO

KTUN-FM is an all-music station in an all-music Southern city. It airs no
news, public affairs, or sports. The station broadcasts 24 hours a day with five
fulltime employees. The signal is very competitive in the market and has a
strong audience base from which it derives 80 percent of its annual revenue.
However, this is not quite enough.

The station needs new equipment—some digital—and needs to rehab its
studios and offices. It distributes an expensive monthly publication, which is
a premium for members. The staff is afraid to discontinue it, even though the
cost savings would be sizable.

You have been retained as an outside consultant to address the problems. 

EXERCISES

1. As of now, KTUN-FM has no CSG from the CPB. Can it qualify for
one?

2. It does not buy, and does not intend to buy, any NPR or PRI program-
ming. Does this fact change your answer to number 1?

3. Is there any grant that can be applied for to provide funds for needed
equipment?

4. Suggest an alternative to the expensive monthly program guide.

5. Does the advent of digital radio offer any revenue answers not current-
ly available?

6. Can any radio station, especially a public station, operate without any
news and public affairs?

7. If KTUN were an LPFM, could it qualify for CPB funding? 
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10
This chapter examines the methods of achieving a manage-
ment position or ownership by focusing on

• how to identify and secure employment in a manageri-
al capacity or a capacity that may lead to management

• how to buy an existing station, by exploring methods
of finding the property, financing the acquisition, and
executing legal and other procedures to consummate
the transaction

• how to build a new station or cable system, by iden-
tifying methods of locating open frequencies and
franchises, obtaining financing, and complying with
governmental requirements
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Many college and university students pursuing the electronic media curricu-
lum have as their ultimate goal either station management or ownership.
Some use the first as a steppingstone to the second. However, as noted in
Chapter 1, “Broadcast Station Management,” managers operate at various
levels, and the aspirations of some students may stop short of those goals.

There is no precise formula for reaching management or ownership status,
but more than 80 years of broadcast history and experience provide directions
to the promised land. The purpose of this chapter is to journey down that road
and point out the landmarks along the way. This chapter is, in fact, a road
map of some of the methods and procedures utilized by successful broadcast-
ers. All the detail required to reach the destination would require at least a
separate book, maybe more.

Students wishing to pursue the ownership option, in particular, are
encouraged to take other courses to augment their broadcast education while
they are still undergraduates. Prominent among courses that might be sug-
gested are basic introductions to business financing and accounting. Some
understanding of the complexities and terminology of finance and account-
ing is critical to the realization of a person’s ownership goals. This is even
more important since the Telecommunications Act of 1996, because the
places, numbers, and kinds of existing stations available for purchase have
changed significantly (see Chapter 2, “Financial Management”).

EMPLOYMENT

Employment is the most traditional and common means of entering the elec-
tronic media business. Those professionals who have no present ownership
goals may view increasingly challenging managerial positions as ends in
themselves. Individuals with ownership aspirations also generally work in the
industry for some time, because some personal resources are necessary, and
because lenders and investors simply do not finance new owners without
some demonstrable track record, which means experience. Even those few
and fortunate individuals possessing extensive funds are better served by a
working apprenticeship in the industry, given the competitive, specialized
nature of media markets.

In all but rare cases, students enter the industry through employment.
Despite possession of a degree, most college graduates will start on their
career journey at the bottom, in an entry-level position.

Even at that level, competition for jobs is intense. Hundreds of colleges
and universities graduate thousands of electronic media students annually.
The edge will go to those who have used their college years wisely. That
means high academic performance. It also means participation in relevant
activities outside the classroom and laboratory. Internships completed and a
demonstrated ability to write are especially helpful. The importance of such
pursuits should not be minimized, since taking the first step is the most chal-
lenging part of the career journey. Academic achievement, combined with
professionally related experience, are what most employers expect. Students
who are serious about employment will not disappoint them.
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There are several ways of accumulating experience before graduation.
Volunteer or paid employment often is available to those who enroll in
colleges and universities that operate radio or television stations or provide
programming for cable television systems. Internships offer the chance to
develop hands-on experience in commercial and noncommercial stations,
cable systems, and allied operations, such as recording studios, production
houses, commercial radio and television networks, advertising and public
relations departments and agencies, and station representative companies.
These opportunities have an added advantage: They provide interns with a
valuable means of displaying their abilities to those engaged in the hiring of
personnel. More and more schools have organized internship programs, in
part through the efforts of alumni working in the industry. The College of
Mass Communications and Media Arts at Southern Illinois University, for
example, has such programs in Hollywood and Chicago. Internships are
becoming a significant employment source as more and more companies hire
interns for starting positions. Many employers also seek out part-time employ-
ees, especially for weekend and vacation work.

Some new graduates set their sights on entry-level positions in large mar-
kets. That is probably unrealistic, and it is not necessarily the wisest course,
since the level of competition is likely to be extremely high. In addition, it is
too easy to become super-specialized or lost in the crowd, both of which may
prove to be impediments to advancement.

Learning how to wear multiple hats in a smaller market may actually be a
qualification advantage for the future. However, it should be noted that post-
1996 industry consolidation has led to the possibility of entry-level positions
in larger markets, which offer upward mobility in consolidated companies.

Small markets, as noted above, offer several advantages. Competition for
jobs is not as keen. Opportunities are more numerous. There are fewer
unions. Most significantly, perhaps, employees are expected to perform a
broader range of responsibilities. The immediate reaction may be one of
shock at the volume and variety of work required. However, those feelings will
turn to appreciation later with the realization of the wealth of knowledge and
experience acquired.

The details of many of the managerial functions performed in the elec-
tronic media were discussed in earlier chapters. However, it may be useful
here to identify examples of typical paths to career advancement.

A beginning position in radio as a disc jockey may lead to promotion to
music director or production director and, ultimately, to program director. In
time, a reporter may assume greater responsibility as public affairs director, en
route to a news director’s slot. The aspiring general sales manager may start
out as a sales trainee and move in stages from small to larger accounts and
into the local sales manager’s chair before attaining the ultimate goal. From
program director, promotion and marketing director, news director, or gener-
al sales manager, a step up to general manager (GM) may be the next move.
Promotion to GM typically requires significant sales experience, however.

A starting camera operator in a television station may advance to a man-
agement position as program director, production director, or operations
manager by achieving success, in turn, as a floor manager, production assis-
tant, assistant producer/director, and producer/director. A general assignment

Entry into the Electronic Media Business

329

ch010_Pringle.qxd  2/17/06  10:17 PM  Page 329



reporter may progress to a beat reporter before advancing to assignment edi-
tor, news producer, assistant news director, and, finally, news director. Initial
employment as an assistant in traffic, continuity, or promotion and marketing
may pave the way for an upward move to traffic, continuity, or promotion and
marketing director. Again, if the desired destination is a GM’s post, the final
step may be taken comfortably from one of several department head positions.

A beginning producer/director in a cable television system may be advanced
to director of local origination, a sales representative to sales manager, and then
to marketing director. A technician may progress to chief technician or chief
engineer, and a customer service representative to office manager and, subse-
quently, to accountant or bookkeeper and business manager. The top manage-
ment position as system manager may result after advancement through the
ranks to head of marketing, engineering, or business.

Upward movement in all electronic media careers often occurs through pro-
motion in a station, system, or group. In such cases, identifying appropriate
vacancies presents no problem, since they are publicized to existing employees.
However, if advancement is possible only through a move to another station in
the market or to another market, the search for positions is more challenging.
A similar challenge faces those who are about to embark on a career.

Among the best sources for locating positions are B&C Broadcasting &
Cable, R&R (Radio & Records), Inside Radio, and M Street Journal. Another
would be Radio Business Report. They list openings in markets of all sizes and
in all areas of commercial and noncommercial station activity, from entry-
level positions of all types to general management (Figures 10.1 through
10.4). Those with a special interest in public broadcasting will find Current
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FIGURE 10.3 Television help-wanted ads. (Source: Broadcasting & Cable. Used
with permission.)

Entry into the Electronic Media Business

331
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magazine helpful, while a publication such as Multichannel News will pro-
vide useful information on cable television openings.

There are several commercial publications, such as Entertainment
Employment Journal, that list positions in all fields and at all levels. Related
national and state or regional professional associations also provide informa-
tion on job openings in their publications.

Several organizations, including the National Association of Broadcasters
(NAB), operate clearinghouses.1

National station representative firms, such as Blair Television and The
Interrep Radio Store, are often asked by client stations to identify candidates,
especially for management positions. Many trade publications run “situa-
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tions wanted” ads, and associations do likewise in their newsletters. Some,
like the Radio-Television News Directors Association (RTNDA), maintain a
telephone line dedicated to job openings. The fee for use of the service is
nominal.2

Specialty firms have emerged for some employment classifications. One,
MediaRecruiter, assists those seeking sales careers.3

Another method of taking the initiative in the job search is through regis-
tration with specialized employment placement firms, more commonly
known as “head hunters.” Many companies provide such services, and a par-
tial listing can be found in the “Professional Services” section of Broadcasting
& Cable Yearbook.4 Typically, an applicant files a résumé with the firm,
which attempts to match qualifications with the needs of an electronic media
employer. Sometimes, fees are paid by the employer.

The final method worthy of mention is networking. There is an old adage
that it is not what you know but who you know that counts. Relationships
should be developed with industry professionals during internships. Most col-
leges and universities maintain active contact with their electronic media
alumni. Of special interest to minority students is Howard University’s Annual
Communication Job Fair in Washington, DC. Representatives of many of the
most important electronic media companies in the United States attend to
meet and interview students who are seeking employment.

Job seekers looking for their first full-time position or advancement must
convince employers of their skills and potential contributions. To that end, a
letter of application must be accompanied by a résumé and, where appropri-
ate, an audiotape or videotape. Tapes are not just for on-the-air positions.
They may also demonstrate other skills, such as production, promotion, and
copywriting. 

There was a time when broadcasters were skeptical of the relevance of a
broadcast education, but in this age of fragmented audiences and increased
competition, electronic media executives have come to appreciate the need
for a formal education in the field. Consequently, it may be beneficial to
highlight the management, programming, sales, promotion and marketing,
and audience research courses completed in college. Information on related
courses and hands-on experience also should be set forth. In some instances,
it can be beneficial to list equipment competence, such as with AVID and
other digital editing systems. Any experience, skill, or talent possessed by the
applicant that eases the transition from school to work for the potential
employer should be given special emphasis.

If the ultimate goal is ownership rather than management, the employment
search may be conducted somewhat differently. There is no “best way” to go
about it, but there are some tips and techniques that are often productive.

First, the market in which the applicant has an interest in ownership must
be identified. Note the stations and/or cable systems serving the market. A list-
ing of stations may be compiled from Broadcasting & Cable Yearbook, which
contains information on station ownership, management, formats, technical
facilities, addresses, and telephone numbers.

To evaluate station desirability within a market, ratings and revenue infor-
mation on each station may be acquired by reviewing the contents of BIA’s
Investing in Radio and Investing in Television.5
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After completing this audition process of markets and stations, it is time to
address letters or telephone calls to the management at the target stations. If
a group owner is preferred over an individual station, the group offices should
be contacted.6 With the expansion of the limits on multiple ownership, group
operators account for an increasing percentage of station licensees.

Should there be an interest in cable, Television and Cable Factbook7 pro-
vides telephone numbers, addresses, ownership, management, and system
information. Data on multiple system operators (MSOs) and cable networks,
such as HBO, USA, and CNN, are also included.

There is no right or wrong way to identify and secure employment.
However, any approach must begin with facts. The information provided in
this section should be adequate to initiate the process.

OWNERSHIP

The second method of entry into the electronic media business is through
ownership, which can be accomplished in one of two ways: (1) purchase of
an existing facility or (2) construction of a new facility.

PURCHASE OF AN EXISTING FACILITY

In the United States today, there are almost 11,000 commercial radio stations,
more than 1,300 commercial television stations, and about 8,900 cable sys-
tems, and permits outstanding to build additional radio and television sta-
tions.8 The decision to purchase an existing facility will provide a far greater
number of choices in more varied locations than are available when con-
structing a new facility. Purchase offers the additional advantage of being able
to examine the performance record of a facility already operating. The job of
financing the purchase of an existing station is substantially less difficult than
that of a new build or start-up. The disadvantage of purchasing is that attrac-
tive existing operations are in demand.

Through the late 1990s, market demand for existing facilities was especial-
ly strong. The market hangover of the late 1980s and early 1990s—caused by
the Federal Communication Commission’s (FCC) liberal licensing policies
of the 1980s, station debt defaults due to exorbitant prices of that decade, and
the 1989–1993 recession—came to an end. In addition to the removal of
these three negative factors, two positive factors occurred.

The first was the 1996 Telecommunications Act. As noted in Chapter 7,
“Broadcast Regulations,” it eliminated national ownership limits for radio and
increased them for television. The law, implemented by the FCC, also
allowed companies or persons to own up to eight radio stations in a single
market. The relaxation or, in some instances, elimination of ownership rules
occurred in the most favorable economic climate in this country in over a
generation, and maybe since the postwar boom of the 1950s. In New York, the
stock markets posted double-digit annual growth. Electronic media compa-
nies had record sales in the high employment, high consumer-confidence
economy. Existing media companies and some new ones were quick to seize
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the opportunities offered by liberalized ownership rules and a surging stock
market and economy.

All this created substantial demand for existing facilities. As a result, cash-
flow multiples began to rise again from their 1991 lows. It was noted in Chapter
2, “Financial Management,” that cash flow, or the amount of cash generated,
determines the value of an electronic media property. Large-market radio mul-
tiples ranged from 14 to 20 (i.e., stations were valued at 14 to 20 times their cash
flow). In middle markets, the range was 10 to 14 and, in smaller markets, 8 to
10. Television multiples averaged 8 to 8.5. The dollar value of all sales of exist-
ing radio and television facilities shot up from the 1992 level of $1 billion.

At the start of the new century, external events altered the momentum gen-
erated by the Telecommunications Act and a booming economy. In 2001, the
United States was hit by a devastating terrorist attack on September 11 and a
receding economy. It was suddenly a new and different country with a new
president and new priorities.

The effects on the station trading market are best reflected in the volume
of broadcast station transactions. In 2002, sales of radio and television stations
totaled $7.9 billion.9 The following year, the number dropped to $2.7 bil-
lion.10 More than 70 percent of transactions in each year were attributable to
radio sales. For the first six months of 2004, sales were estimated at $1.28 bil-
lion. A new factor had emerged: the war in Iraq.

In June 2003, the FCC tried to loosen the ownership rules yet again (see
Chapter 7, “ Broadcast Regulations”). The action was blocked by the courts.
However, should the FCC ultimately prevail, we may expect to see renewed
stimulation in station trading. With it may come new opportunities for start-up
companies as the consolidators are forced to divest some of their holdings. The
change of the measurement standard for local radio markets (see Chapter 7,
“Broadcast Regulations”) will force some large operators to trim what they
have in some markets.

To understand what consolidation has done to existing radio station own-
ership concentration, see Figure 10.5 for a listing of the top 35 radio groups
and their holdings. These numbers have changed almost weekly since the
1996 Telecommunications Act became effective.

The market interest in existing operations also extended to cable systems.
Cable rates, as noted in Chapter 8, “Managing the Cable Television System,”
were reregulated in 1992, and the Telecommunications Act ended cable rate
regulation in 1999. Cable systems also sell on multiples of cash flow, typical-
ly 11 to 12. However, most are priced on a per-subscriber basis. Prices vary,
but the typical system was historically in the range of $2,000 to $2,200 per
subscriber. By late 2004, however, per subscriber sales had risen to $3,000.

While the regulatory impact on cable valuation seems to have lessened,
now there is the looming Direct Broadcast Satellite (DBS) challenge. Direct
Broadcast Satellite is only about 10 years old as an industry. Cable, on the
other hand, is more than 50 years old and passes more than 90 percent of the
109 million TV households in the country. Its future revenue and profit
growth will have to come from other sources than new subscribers.

The basic consolidation now going on in radio and TV occurred in the
cable industry years ago. This activity is best seen in the number of cable sys-
tems in the country. Between 1999 and 2004, it declined from 11,500 to fewer
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FIGURE 10.5 Top 35 radio groups by stations. (Source: Patrick Communications.
Used with permission.)
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than 9,000. The major trading activity tends to be mergers. However, there
are still small systems held by companies and individuals.

Finding the Station or System What is for sale, and how does one
locate it? Finding a station or cable system to purchase can be accomplished
in two principal ways: (1) through direct contact with the station or system
owner and (2) through the use of an intermediary, most often a media broker.

DIRECT CONTACT One way to initiate direct contact is to select mar-
kets that are of interest and then list the stations and cable systems in the mar-
kets. Two good sources for these data are Broadcasting & Cable Yearbook and
Television and Cable Factbook. These publications give the ownership of each
station or system, which may be an individual, a partnership, a corporation,
or a broadcast group. Owners sometimes operate stations, but often they are
nonoperating investors.

Owners and managers are very sensitive to sale rumors and inquiries,
because these are disruptive and destabilizing. For that reason, inquiry to a sta-
tion or system owner should be discreet and direct, not through secretaries or
other employees. Because of the delicacy of the subject, an owner, even when
properly contacted by someone unknown, may not want to confirm the avail-
ability of the property for sale. Occasionally, an owner may tell an unknown
inquiring party outright that the station is for sale. A more likely answer is, “No,
it is not for sale” or, in some cases, “Anything is for sale for the right price.”

For these reasons, the direct approach may be time-consuming and, in the
end, unproductive. If successful, however, it is probably going to be cheaper
than other methods of purchasing a property.

USE OF A MEDIA BROKER The most efficient and productive search
for a property is conducted through the use of a media broker, who generates
income by listing stations or systems for sale and then locating qualified buy-
ers for the properties. Brokers are known to media owners and are sympathet-
ic to their concerns about confidentiality. Media brokers compete actively
among themselves to obtain listings. For a profile of a media broker, see
Figure 10.6.

When obtained, the listings may be exclusive or nonexclusive. Exclusive
means that only one broker has a listing for a designated period, while nonex-
clusive means that more than one broker has the same listing. The kind of list-
ing may become important to the prospective buyer. For example, a would-be
purchaser, who is about to make an offer on a station after expenditure of time
and money to investigate, may be shocked to learn that the broker had a nonex-
clusive listing and that another broker has completed the deal. Accordingly,
the broker should be asked exactly what kind of listing it is. For an illustration
of an exclusive listing agreement, see Figure 10.7.

As mentioned earlier, brokers are paid for what they do. Fees vary, but a
standard fee is 5 percent on the first $3 million or less, 2 percent on the next
$7 million, and 1 percent on amounts over $10 million. Fees on very large
transactions usually are negotiated and generally are not calculated by this for-
mula. Whatever the fee, it does add to the cost, and the buyer will pay it
through a higher price or through a direct agreement to pay some or all of it.
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FIGURE 10.6 Profile of a media broker. (Source: Patrick Communications. Used
with permission.)
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Despite the negatives, use of a media broker probably is the best way to pro-
ceed in acquiring a station or system. A listing of media brokers can be found
in the “Professional Services” section of Broadcasting & Cable Yearbook and
in the “Brokerage and Financing” section of Television and Cable Factbook.
Brokers also run ads in trade publications such as Radio Business Report and
issue press releases and announcements on transactions they have completed
or stations they have listed. An example appears in Figure 10.8.

Brokers may be national in scope, such as Media Services Group, Inc. and
Blackburn and Company, or regional, like The Exline Company. Some bro-
kers provide more than sales assistance. Patrick Communications, for
instance, also offers financing help.

Having identified a broker, the prospective purchaser must choose the
method of working with the broker. One way is to register by completing the
broker’s buyer information form. The data facilitate the matching of the
buyer’s geographical interest, the type of facility desired (AM, FM, TV, or
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cable), and the financial capability with the broker’s listings. The buyer will be
contacted by the broker as ownership opportunities develop. This procedure
enables the broker to preclear the client as a qualified buyer so that immediate
action can be taken when an especially good property comes along.

A second way of working with a media broker is to respond to a specific ad
about a station or cable system. This amounts to a case-by-case use of a broker’s
services and does not necessarily lead to the close working relationship that
could make one a favored client who is called first on a very special deal.
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FIGURE 10.7 Exclusive listing agreement. (Source: Patrick Communications. Used
with permission.)
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The receipt of information on available properties leads to the next stage
of the acquisition process—station evaluation.

Station Evaluation Once the acquisition candidate has been identi-
fied, it must be analyzed. Before analyzing the reasonableness of the price,
the buyer should review the status of the market and its competition. Finance
sources will expect the buyer to be fully versed on these topics. Rarely does a
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good price cure a bad market. Analyzing the market will be a key element in
analyzing price.

ANALYZING MARKET AND COMPETITION Cash flow and capital
appreciation of a station will depend in no small way upon the condition of
the market and the number of existing and potential competitors. Market data
can be obtained from local chambers of commerce or from BIA’s Investing in
Radio or Investing in Television, which provide information on rates, rev-
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enues, formats, ratings, facilities, and the market. Statistics to analyze include
population, retail sales, and employment trends. Is there explosive growth,
stable growth, or no growth? Markets with no upside or, worse yet, with only
a downside should only be considered if the price is substantially discounted
or if some major economic development is scheduled for the area.

Market size determines the number of national advertising dollars spent in
the market. The top-100 markets command more of those dollars than the
100+ markets. Whether or not a market is about to move into or out of the top
100 is a significant valuation consideration.

Retail sales also are important, because they are a reliable predictor of elec-
tronic media revenue available in a market. Generally, electronic media dol-
lars equate to .0035 percent of retail sales for radio and between 1 percent and
2 percent of retail sales for television. Comparisons can be made to other mar-
kets to evaluate the relative strength of electronic media overall and the vital-
ity of a market’s radio and television components. For markets not covered by
Investing in Radio or Investing in Television, prospective buyers can make
their own calculations.
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FIGURE 10.8 Media broker’s announcement of a completed transaction. (Source:
Patrick Communications. Used with permission.)
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If a station already has a high percentage of total revenue available, it may
have peaked, which means it may have no upside revenue potential. Another
market evaluation benchmark is data on employment. Who are the largest
employers and in what businesses are they engaged? The departure or closing
of a large employer can depress a market. State governments, insurance com-
panies, universities, and federal facilities are normally stable. Some caution is
advised in the case of military bases and defense plants in the post–Cold War
period. The Pentagon maintains a base closure list, which should be consult-
ed if the target market has a military installation. Are any major plants about
to be constructed or expanded? The market’s employment base and stability
should be examined.

After checking the vital signs of the market, the prospective buyer should
examine the competition. Some markets have too many stations. It is not just
the signals licensed to the community, but also those from outside the market
that get in, that are competitive factors. Data on competition can be gathered
from sources like Investing in Radio and Investing in Television and from
national ratings services, such as Arbitron for radio and Nielsen for television.
Determine how much of the audience is attributable to “below the line” or
outside-the-market stations. The broker or station owner should provide the
ratings service’s reports.

Not all the competition information may be readily apparent. In the
1980s, the FCC aggressively authorized new stations in a proceeding known
as Docket 80–9011 and permitted the upgrade of existing stations to new
tower heights and power. In still other cases, FCC rules allowed stations
licensed to small communities to “move in” to larger ones. Any one of these
developments could immediately diminish the attractiveness of a proposed
investment.

In a new initiative in 2004, the FCC began to sell FM spectrum to the
highest bidder in 288 markets. The auction list should be consulted, since the
FCC will conduct follow-on auctions.12 Communications attorneys stay cur-
rent on these developments, as do consulting engineers. Analysis of the com-
petitive environment is not complete until the status of potential new or mod-
ified signals that might affect the market is known.

Review of competition should not be limited merely to the number of sta-
tions. Station comparisons should also be made of power and antenna
heights. Selection of a station with inadequate transmission capabilities when
compared with the competition might lead to the purchase of a permanent,
second-class station. Such purchase errors are difficult, if not impossible, to
correct.

The competitive analysis should not be confined to a comparison of tech-
nical facilities. A prospective purchaser also should examine competitors’ for-
mats. The best discovery would be that a significant format was not being
offered in the market at all. The presence of a “niche” opening satisfies an
important investment criterion. If, however, there are no obvious format
holes, research may reveal that a competitor already in the market with an
established format is not executing it well. That may present enough of an
opportunity, assuming everything else checks out, to justify going ahead.
However, prospective purchasers must remember that the cost of head-to-
head competition is always more. Even if success is achieved in such a battle,

ELECTRONIC MEDIA MANAGEMENT

344

ch010_Pringle.qxd  2/17/06  10:18 PM  Page 344



the return on investment will be less than can be achieved in markets where
an open niche exists.

In television acquisition, it is wise to pay attention to network affiliation.
Obviously, an affiliate with a strong network may command a better price
than one with a weak network. Those stations that have an underperforming
network parent have to do more locally to maintain market position.
Probably, that will mean higher operating costs for programming, promotion,
and personnel, especially news talent. Higher costs mean lower cash flow and
lower valuation. Translated, that means the upside may be limited.

Television stations with no affiliation, or independents, are to be left to the
sophisticated television investor. With the success of Fox, UPN, and The WB,
those remaining true independents will have a very hard time making ends
meet.

Assuming that the evaluation of the market and the competition is satisfac-
tory, it is now time to evaluate the price.

ANALYZING PRICE Stations and cable systems are usually offered for
sale at a price rather than on a “best offer” basis. That price can be firm,
which means that the seller will not take less, or an asking price, which is
negotiable.

The reasonableness of the price must be evaluated. The most common
and generally accepted criteria for judging prices are multiples of cash flow.
Cash flow is a station’s operating income before charges for depreciation,
interest, amortization, and taxes. Stated another way, it is net revenue minus
operating expenses, that is, general and administrative, program, sales, and
technical. In some situations, cash flow may be increased by adding back on
a pro forma basis certain expenses the current owner has that the new owner
will not. Examples are extraordinary legal, telephone, or travel, or even an
excessive compensation arrangement. How cash flow is defined is impor-
tant, because it is the base number from which price computations
emanate. Some lenders and investment bankers also use the term trailing
cash flow, which means simply the cash flow as previously defined for the
most recent 12–month period available. This is a different concept from that
of calendar year or fiscal year. Trailing cash flow analysis ensures that the
financial performance of the station used to determine price will reflect the
most current cash flow, along with any positive or negative trends that might
be at work.

Once cash flow is determined, multiples are applied to calculate price. As
noted earlier in the chapter, the late 1990s through 2002 were marked by a
resurgence of station and system trading activity. Multiples paid for radio sta-
tions depend on the market size. In larger markets, or those where consolida-
tion trading was under way, the FM multiples range was between 14 and the
20s. In middle markets, the range was between 10 and 14. For smaller mar-
kets, the yardsticks were between 8 and 10. AM radio multiples were 1.25 to
1.50 times net cash billing. Normally, they do not involve cash flow. Like FM
radio, television multiples are related to cash flow, and they were in the 8 to
8.5 range. Except for AM radio, multiples in the late 1990s were in an upward
trend. Multiples in this consolidation age have exceeded the last trading fren-
zy of the pre-1989 period.
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Prices paid for cable television systems are commonly calculated on a per-
subscriber basis, with current levels in the $3,000 neighborhood per sub-
scriber. As in broadcasting, an alternate method of cable system valuation
depends on multiples of cash flow, usually ranging between 11 and 12. 

Standard multiples are not absolute, however. Adjustments to the multiple
depend on the size of the market and the station’s place in it. Small markets
do not justify the full multiple, nor do markets with depressed economies.
Stations with declining sales and audience do not bring full price. Network
affiliate prices have declined because of the erosion of audience shares and
concerns about prospects for the future.

There are situations where multiples do not apply at all. A station may have
no earnings and, in that instance, a determination has to be made on what a
license in that market is worth. Some guidance can be found in calculating
the property’s probable revenues by applying a multiple to the retail sales.
One method applies a multiple to retail sales in the market to derive the elec-
tronic media revenue for the market, and then divides that figure by the num-
ber of stations in the market. That number yields possible station revenue and
provides a basis to predict cash flow. Buying a station with no earnings is an
art form and should be reserved for the sophisticated buyer.

Financing At this point, the prospective buyer has evaluated the market
and the station and has decided to make an offer. However, before the offer is
submitted, the financing to complete the transaction must be in place. There
are numerous sources of financing, depending upon the buyer’s circum-
stances. Among the principal sources are:

• banks

• venture capital

• investment banks

• funds for minority acquisition

• seller financing

• governmental agencies

• non-traditional financing

BANKS The most traditional source of funds is the commercial bank.
Banks have established criteria for lending that must be met. For example,
they require the applicant to have some money of their own to invest, which
means that a percentage of the purchase price and operating funds required
comes from the applicant’s own resources. There is no fixed rule, but a min-
imum of 20 percent is not uncommon. Banks also closely examine the oper-
ating statements of the facility to be purchased and will lend a multiple of the
operating cash flow for the most recent 12-month period. Midway through
the first decade of the new century, banks were using a multiple range
between five and six times trailing broadcast cash flow to determine what they
will lend. They also want statements of historical financial results and projec-
tions of future performance of up to five years. A pro forma balance sheet will
also be required. 
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The multiple will vary depending on the bank and is different for AM, FM,
affiliate television, independent television, and cable. The multiple applied
by a bank for loan purposes is less than the multiple used to evaluate the price
of a station. Most banks have no standard for independent television and AM
radio, because they do not view them as desirable lending opportunities.
Cable systems command a multiple of seven to eight times trailing cash flow
with large banks and are viewed somewhat as utilities. For FM and affiliate
television, the multiple now used by most money center banks is five times
trailing cash flow. 

To illustrate, consider the purchase for $8 million of an FM station cash
flowing $800,000 per year, a ten-multiple purchase price. To establish the
loan amount, the bank multiplies trailing cash flow ($800,000) by five, result-
ing in a $4 million loan for the purchase. The down payment and working
capital would have to be provided by the buyer. In this example, the equity
required would equal 50 percent of the purchase price.

For the first-time buyer without significant personal funds or a substantial
partner, bank financing is difficult to achieve. Banks will require experience
in the business, as well as equity.

Another limitation with banks is that electronic media lending is an area
of specialization, and many do not feel that they have the expertise to evalu-
ate such transactions. Consequently, it may be difficult to find the right bank.
Examples of commercial banks active in electronic media lending are Bank
One and Bank of America Illinois.13 Note, however, that large money center
banks consider only multimillion dollar, multistation transactions. For small,
single-station purchases, banks in local communities likely will be the best
source if one can be found that is willing to commit itself. If a station has no
profit history, bank financing will not be available without a substantial per-
sonal guarantee.

VENTURE CAPITAL There are venture capital firms that assist and, in
effect, become partners with the prospective entrepreneur to acquire a prop-
erty. Unlike banks, venture capital firms are high-risk lenders. Such compa-
nies often will invest in stations or management that have potential but no
proven track record. 

For example, there may be a station with good facilities that has never
made any money. A venture capital firm might take a chance if it becomes
convinced that a new format and new management can turn the station
around. Most banks would never do a “turn around” without guarantees from
investors with substantial capital. Similarly, a venture capital firm might
invest with a manager who was successful for an owner but who has not yet
been an owner, or who does not have adequate personal capital to become an
owner.

Venture capital companies are often called “vulture capital companies.”
The name is derived from the price one has to pay to become a partner with
one of these firms. While the venture capital fund may provide all or part of
the necessary financing, the firm usually demands a significant ownership—
often a majority position—in the acquired property. These investors will back
proven management with capital, with the expectation of making money on
increased value over time of that station and any additional stations that may
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be acquired. In most such arrangements, the buyer will be giving up control
of the enterprise to the venture capital firm, and performance will have to sat-
isfy the provider of the funds. Examples of venture capital firms are Alta
Communications of Boston and Bain Capital, also of Boston.

INVESTMENT BANKS Many institutions have been very active in rais-
ing funds for the electronic media industry in recent times. Typically, an
investment bank will agree to raise funds from public or private sources for a
purchase. Their activities may be guaranteed or on a best efforts basis.
Guaranteed means that, on the day it is time to pay for the purchase, the
investment banker will be there with the funds. Best efforts means that the
firm will attempt to raise the money, but it is not committed to the buyer if it
does not.

For their services, investment bankers charge a fee, which is usually a per-
centage of the money raised. These companies prefer multimillion dollar
transactions involving multiple stations and, normally, are not a source for a
first-time buyer. Investment bankers are most often employed by small, inter-
mediate, or large companies seeking to grow larger by acquisition or merger.
Morgan Stanley and Company in New York is an example.

FUNDS FOR MINORITY ACQUISITION Government policy has
attempted to encourage the development of minority ownership in the elec-
tronic media. Consequently, there are specialized financing sources available
to minority buyers. Perhaps the most prominent of these is Broadcap, whose
offices are located in Washington, DC. 

SELLER FINANCING Sometimes, the seller becomes the financing
source. To facilitate a sale or to avoid immediate tax consequences, a seller
may extend terms to the buyer. The seller, in effect, becomes the lender and
“carries the paper.” Seller financing arrangements are attractive, because they
might require less equity or down payment than a bank or other source. The
seller might also be willing to have the debt bear a fixed rate of interest, as
opposed to the floating rate over prime that most commercial banks use.
Where this type of financing does occur, the seller takes a collateral position
in the assets of the station. However, this interest of the seller in the station
means the buyer cannot use the assets to secure any additional borrowing
without the seller’s permission. Seller financing is a good approach for the
first-time buyer. However, due to the consolidation occasioned by the
Telecommunications Act of 1996, most deals today are cash or publicly trad-
ed stock.

GOVERNMENTAL AGENCIES Principal in this category is the Small
Business Administration (SBA). For qualified applicants, this federal agency
will guarantee up to 90 percent of a loan at a commercial participating bank,
or it may make a loan directly from its own funds. As a threshold requirement,
the applicant must demonstrate in writing rejections by at least two commer-
cial banks. The negative in this case is the time it takes to get such a loan
approved. It may be difficult to persuade a seller to wait for an extended peri-
od during which there is no guarantee of success. In addition, these are times
of reduced circumstances for government spending, and there are concerns
about the availability of such fund guarantees and even the future of the SBA.
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NON-TRADITIONAL FINANCING As one of the case studies at the
end of the chapter demonstrates, nontraditional financing may be just about
anything. For example, taking a second mortgage on property that a prospec-
tive station buyer has, or has access to, provides cash for a down payment to
be used with seller paper or a bank. 

There is more qualified assistance available for prospective purchasers
than there was before the dawn of the electronic media deregulation decade
in 1979. Most media brokers now provide financing services and can help
select a source and assist in the written presentation. Fees are charged for
such services, and they vary, depending upon whether the broker secures
equity, senior debt, or junior debt. However, media brokers do know where
electronic media financing is, and they have a substantial interest in securing
it for their clients, since they do not collect the commission for the sale of a
property unless the financing for the buyer is complete.

Among the publications available to introduce the novice to financial con-
cepts and methods is BCFM’s Understanding Broadcast and Cable Finance:
A Handbook for the Non-Financial Manager.14

Submitting an Offer With the financing in place, it is now time to for-
malize the offer, which must be submitted in writing for consideration by the
seller. The media broker, if one is being utilized, will prepare a written offer
for the prospective buyer to review carefully and sign. This offer most often
takes the form of a letter of intent (Figure 10.9). It is wise at this stage to hire
an attorney to originate or examine the offer, since it is a legally binding doc-
ument. Terms and conditions must be clearly written to avoid misunderstand-
ing and even litigation. Attached to the offer should be a check for the
deposit. Again, deposit amounts vary, but 5 percent of the total purchase price
is the norm. This deposit assures the seller that the buyer is serious and will
forfeit the deposit if the buyer does not complete the transaction as agreed.
The offer should be written to expire at a certain time—72 hours, for exam-
ple. This will prevent the seller from shopping the offer in an attempt to get
a higher price from another purchaser.

The offer may provide for an inspection period (most often 30 days) dur-
ing which the buyer may examine facilities and financial records.  This is
called the due diligence period. Now, the buyer focuses on the station or sys-
tem like a laser for the final audition. For an example of the due diligence
checklist used by an acquisition company, see Figure 10.10. 

If the inspection is unsatisfactory, the buyer may withdraw without penal-
ty. However, with the expiration of the inspection period, all contingencies
are removed and the transaction is firm. Risk has now been attached. That is,
the buyer must now appear at the closing with funds in hand. Should that not
happen, the escrow deposit will be lost. In other words, risk of losing the
deposit by failure to close in a timely manner has now attached to the offer.

Letter of Intent, Contract, and Transfer Application
Following acceptance of the letter of intent by the seller, attorneys for both
sides set to work on more formal documents. The letter of intent is a recita-
tion of the principal terms and responsibilities of both parties. Major topics in
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the letter are price, method of payment (which means cash or terms), and
assets to be sold. The prorating of expenses is also often covered. This cate-
gory includes the responsibility for accrued vacation time of employees and
adjustments for annual expenses already paid, such as insurance and taxes.
Parties must also provide for the payment of the accounts receivable owned
by the station. Are they, too, included in the purchase price, or will they be
collected by the buyer and remitted to the seller after a period of time, usu-
ally 90 days? Often stations have balances of air time owed to clients who
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provided goods or services. As noted earlier, these transactions are known in
the industry as trade or barter, and adjustments to the accounts of buyer and
seller may be in order here.

The letter of intent is followed by a formal purchase contract, which is a
complete legal document that addresses all aspects of the transaction, major
and minor. The contract outlines responsibilities, timetables, and place and
time of the closing. It provides for everything, from transfer of title to real estate
to accrued vacation time of employees, and may even provide a mechanism
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for dealing with disputes, such as binding arbitration or mediation. Questions
frequently arise over handling of accounts receivable and accounts payable,
for example. Once executed, the purchase contract must be filed with the
FCC within 30 days.

Subsequent to the filing of the purchase document, a transfer application,
FCC Form 314 (Figure 10.11), must be filed with the commission. It
requests the FCC to assign the license for the station from the selling to the
acquiring entity.
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The FCC or, to be specific, the FCC’s Media Bureau, may not act on the
transfer application until 30 days after it has been accepted for filing. In the
intervening period, notices of the impending transaction are run on the air of
the station and in the local newspaper. The purpose of this public notice is to
give members of the community an opportunity to comment on the proposed
transaction. Assuming no objections, and assuming the seller is in good stand-
ing with the FCC, the transfer will be approved.
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The time required for FCC approval depends upon the volume of transfers
pending. Once approved, the FCC transfer order does not become final for 40
days. During that time, the proposed transfer is still susceptible to challenge.
However, at this advanced stage, it is only the FCC itself that can initiate the
action. For example, information may come to the FCC’s attention reflecting
on the character of, or on the integrity of, the filing representations made by
parties seeking the assignment. Problems rarely occur in this “waiting period,”
but occasionally they do.
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The procedure for acquisition of a cable system is much the same: offer,
deposit, letter of intent, and contract. However, notification to, and approval
by, the regulatory body is another matter. There is no central federal regula-
tory body for licenses of cable as there is for broadcast. Cable franchising, or
licensing, authority has been specifically reserved for local governments by
federal law.

Even though franchising has been left to local governments, the federal
government may still impose franchise requirements. The Cable Television
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Consumer Protection and Competition Act of 1992, for instance, requires
that once an existing system is acquired in a purchase, it must be held by the
purchaser for three years before it can be sold again.15

Most often, franchising authorities are cities, but some states have cable
commissions. Consequently, each cable system has its own licensing authority,
which, in turn, has its own procedures. It is impossible to generalize such
requirements, except to say that most franchise agreements have some language
about notification of a sale to the governmental body. The proposed buyer must
obtain competent advice on the local procedures and comply with them.

The parties now meet a final time for the closing. Documents are signed
and funds transferred. The seller goes to Bermuda, and the buyer goes to work.

CONSTRUCTION OF A NEW FACILITY

As an alternative to acquisition, entry into electronic media ownership may be
achieved by construction of a new facility, or a start-up. Of the two possible
means of ownership entry, this alternative is cheaper, riskier, and more diffi-
cult to finance. New builds also limit the range of choices as to the type of sta-
tion and location. However, on the plus side, the entrepreneur is not paying
an excessive price based upon the goodwill of an existing station.

Locating a Frequency or Franchise To build a facility, one must
first identify an open, or vacant, frequency or franchise. The procedure varies.

AM In broadcast AM, the FCC does not assign frequencies to designated
geographical areas. Instead, the prospective applicant must conduct a frequen-
cy search to identify what is available where, and when such an application
may be filed. Most people are not in a position to do this unassisted, and the
services of a consulting engineer must be obtained. Information on these con-
sultants can be found in the “Technical Consultants” section of Broadcasting
& Cable Yearbook. It is wise to obtain several quotes from these specialty firms
on the cost of conducting a search.

FM In the case of FM, there is information readily available on what fre-
quencies are available and where. The FCC regularly updates this informa-
tion, and it can be obtained from the agency directly. It may also be available
through attorneys who specialize in FCC practice. Such data identify the fre-
quency, power, and location. It had been FCC practice to set filing dates,
known as windows, so that applicants could apply for new FM allocations.
When there were multiple applicants for open frequencies, the FCC employed
comparative criteria to determine the best-qualified applicant. That process
occasioned delay, expense, and litigation. 

In 2004, the process was replaced by a simple auction to the highest bidder.
The first auction of 288 FM frequencies was in November 2004 and the FCC
was gathering additional FM frequencies for follow-on auctions (Figure 10.12).

The new process will expedite the new-build ownership option, but will
favor those with ready resources. The FCC’s comparative process favored those
who had no other broadcast interests. It was perfect for first-time owners or
minority applicants.
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In its absence, those with ownership aspirations but without deep pockets
might consider application for the low-power FM commercial stations as an
alternative (see Chapter 9, “Public Broadcast Station Management”). 

TELEVISION New television allocations are made by the FCC from
time to time. However, as noted, all vacant broadcast spectrum available for
licensing today is awarded by auction. 

At some point, there will be a TV spectrum sale of analog channels being
vacated by existing TV licensees. But the FCC has indicated that some, or all,
of that retired spectrum may be reallocated to a use other than television.

CABLE Cable systems are licensed by local governmental bodies, most
often cities or counties, and such licenses are called franchises. In the case of
a new service, the body usually authorizes the proposed new cable service by
an ordinance that outlines the specifications an applicant will have to include
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in a proposal. Local governments have not been bashful in setting out their
service and financial requirements. The list of items to be supplied spans the
spectrum from local access channels to mandatory support of city services or
donation of facilities. Inordinate franchising demands in no small way
prompted passage of the Cable Communications Policy Act of 1984 and the
prohibition on the award of exclusive franchises contained in the Cable
Television Consumer Protection and Competition Act of 1992.16 Following
the ordinance, the local body will request proposals from interested parties.
These proposal requests are called RFPs (requests for proposals). Existence of
these new service opportunities can be found by reading cable trade publica-
tions, through cable brokers such as Communications Equity Associates, or by
a review of legal notices in papers of general circulation in communities in
which there is an interest. There are, of course, other methods. A call to a
state cable television association, for example, may uncover a new-build
opportunity.

New Service: Application, Construction, and License Once
the vacancy has been identified, an application must be filed with the appro-
priate governmental body, the new facility must be constructed, and a license
or franchise must be obtained.

BROADCAST For broadcasting, the procedure is to file an application
with the FCC on FCC Form 301 (Figure 10.13). Note that the form is enti-
tled Application for Construction Permit for Commercial Broadcast Station.
This means that the prospective applicant must be qualified for, and receive,
a construction permit prior to the issuance of a license for the proposed facil-
ity. Assistance of counsel in preparing this application is desirable, but not
essential. Most successful applicants do use communications attorneys, a list
of whom can be found in the “Professional Services” section of Broadcasting
& Cable Yearbook. Many of these attorneys are located in Washington, DC,
where the FCC has its offices.

The applicant must satisfy certain basic qualification requirements.
Among these are legal, technical, financial, and character rules, as set out in
the Communications Act of 1934.17 For example, the act precludes owner-
ship of licenses by aliens or persons who have had a previous license revoked
for antitrust violations. In addition, the proposed new service must not inter-
fere with any existing service. This means that the applicant must affix an
engineering exhibit identifying the tower site, height, power, and coverage
area. The assistance of a consulting engineer is normally required to prepare
the exhibit. The height and location of the tower may necessitate the filing of
an application with the Federal Aviation Administration (FAA). The consult-
ing engineer who prepares the engineering exhibit will be able to advise how
to satisfy this requirement.

The applicant must also demonstrate the financial ability to complete the
project. This requires a showing that the prospective licensee can construct
the station and operate for three months without any revenue.

The final area of examination is character. The FCC looks at three main
character questions: (1) Has the prospective applicant engaged in conduct
that violated the 1934 act or FCC rules? (2) Has the applicant been guilty of
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misrepresentation or lack of candor before the FCC? (3) Has the applicant
aired fraudulent programming? The FCC has broadened its character review
to include certain applicant felony and misdemeanor convictions that are not
broadcast-related. Drug convictions are a specific problem. All of these
threshold basic qualifications must be satisfied.

When complete, the application is filed with the Media Bureau of the FCC.
If  the licensing requirements of the 1934 act have been met, the FCC issues a

ELECTRONIC MEDIA MANAGEMENT

360

FIGURE 10.13 Excerpt from FCC Form 301: application for construction permit for
commercial broadcast station.

ch010_Pringle.qxd  2/17/06  10:19 PM  Page 360



construction permit, known as a CP. The new station then must be construct-
ed within a designated period or the permit will lapse at the end of three years.

With the issuance of the construction permit and the construction of the
station, the process is almost over. Once constructed, the new facility is test-
ed to determine conformity with the technical outlines set forth in the appli-
cant’s FCC Form 301. Assuming the results are positive, the applicant now
files an FCC Form 302 to obtain the license.
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CABLE The procedure for processing a cable application requires that
the franchise proposals be submitted by a certain date. Multiple applications
are compared for conformity with the bid requirements in the RFP.
Additional consideration might be the extent of local ownership and the
expertise and financial capability of each applicant. Public hearings may or
may not be required. Legal appeals by dissatisfied applicants are possible, but
at some point the franchise will be granted and construction will begin. Often
the franchise grant contains specific requirements as to what parts of the sys-
tem will be built when.

A final note on cable is necessary. It is a capital-intensive business.
Everything, from the headend or origination source to miles of cable, is very
costly. It is significantly more difficult to construct a new cable system than a
new broadcast station. Coupled with the front-end capital costs is the likeli-
hood that it will be years before revenue exceeds cost and debt service.
Usually, it takes six years to break even on a cable start-up. For this reason,
cable construction often falls to large companies already in the business that
have adequate capital and that can realize the tax benefits accruing from
interest and depreciation.

This is not an enterprise to be embarked upon with anything less than full
knowledge and substantial funding. However, the financial markets tend to
view cable very favorably, which enhances the prospects of successfully
undertaking the new system project.

As discussed earlier, this construction alternative for ownership entry is
generally much cheaper than the purchase of an existing property, even with
the new FM auction rules. 

WHAT’S AHEAD?

As a consequence of the station consolidation that followed the Telecom-
munications Act of 1996, the number of individual owners declined. So, too,
did the number of opportunities for individuals with ownership aspirations.
However, as noted earlier in the chapter, application of some of the FCC’s
June 2003 ownership rule changes and revision of market definition might
actually stimulate new ownership opportunities. 

For today’s student, the road to ownership will be more difficult than in the
past, but not impossible. The markets and the quality of available stations may
not be as good as in the pre-1996 period. And financing for the single owner
may be harder to obtain.

The best opportunities may now arise through competing for new alloca-
tions that the FCC will authorize or auction from time to time. However,
even here there is a new reality. Competing applications will be decided by
auction. Again, that puts an emphasis on financial resources.

Financing will depend on demonstrated success in earlier employment.
Management experience and professional and financial acumen will be even
more important than in past years.

There will still be ownership opportunities, institutions willing to finance,
and even sellers willing to take seller paper. But it will be different from ear-
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lier years. And the reduced number of opportunities will go only to those who
have demonstrated their command of the ownership prerequisites.

SUMMARY

Entry into the electronic media business can be achieved either by employ-
ment or ownership. Since experience may be required to secure financing to
own, employment is often the first step. It is a necessary first step for those who
aspire to management.

Typically, initial employment is in an entry-level position in a station or
cable system. Small markets provide the greatest number of openings and
offer opportunities to develop a depth of knowledge and breadth of experi-
ence. Advancement comes as a result of promotion within a station, system,
or group, or through a move to another station or market. Job vacancies may
be identified through trade and association publications. Clearinghouses and
specialized employment firms also are used to locate positions.

Ownership is accomplished through buying or building. The purchase of
a property begins with the identification of stations or systems for sale. This
can be done directly or indirectly through a media broker. Once identified,
the purchase candidate must be evaluated as to market, competition, and
price. Price evaluation begins with standard multiples.

Prior to making an offer, the prospective purchaser must have a financing
commitment to complete the transaction. There are seven traditional financ-
ing sources from which to select, depending upon circumstances: banks,
venture capital, investment banks, funds for minority acquisition, seller financ-
ing, governmental agencies, and non-traditional financing. Once the offer is
accepted by the seller, contracts are prepared, and an application to transfer
the license or franchise is made to the appropriate governmental authority.
Subsequent to transfer approval, the transaction is completed when the buyer
pays the seller.

Construction of a new station or cable system is an alternative to purchase.
Information on available frequencies or franchises can be obtained in a vari-
ety of ways and may require the services of a consulting engineer. Once the
opportunity has been located, application for the new service will have to be
made to the FCC for broadcast or to the local governmental authority for
cable. In some cases, the process will involve a spectrum auction. Once the
application evaluation has been completed, the appropriate body will issue a
construction permit or franchise. At this point, construction commences, and
it must be completed in a timely manner. In broadcast, the licensing follows
completion of construction and operational tests. A cable franchise precedes
construction.

Construction of a new facility is a riskier venture than the purchase of an
existing operation, though it is also less expensive.
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CASE STUDY: ACQUISITION—
NON-TRADITIONAL FINANCING

Penny Wise, a recent graduate in broadcast management, desperately wants
to own her own radio station. Her problem is that she comes from humble ori-
gins. That means she has no money. Because she has bills to pay, including
student loans, she takes a job as an assistant account executive at a large adver-
tising agency in Chicago.

While it is a rewarding and much sought-after job, Penny continues to
dream of owning a station. She calls brokers and station owners ad nauseam,
but there is nothing in her price range, about $75.00.

Almost ready to give up, she hits on a plan. She convinces her parents to
lend her $10,000 for the down payment on a run-down house in a fairly nice
neighborhood. The seller takes back a note for the rest of the purchase price.
Her parents are delighted because their daughter is finally settling down.

Little did they know about Penny’s plan. She promptly began work on her
fixer-upper. She ripped out carpets, finding hardwood floors underneath,
which she refinished. She painted and redecorated. Almost everything she did
was cosmetic. But the result was impressive. The house appraised for $75,000
more than the purchase price. She immediately took out a second mortgage
for $75,000, which she banked as a down payment on the radio station.

Still, this is insufficient. She approaches one of her parents’ wealthy friends
and offers her the following opportunity: for a $100,000 investment, Penny
will give her a note at 10 percent, plus 25 percent ownership of the profits of
the station she buys.

This is not quite enough of an economic incentive to her angel investor.
So Penny offers to sell her the prospective station’s equipment and to have the
station lease it back. This sale-leaseback will have no net cash consequence
to the station, but will provide tax advantages to the angel in the form of
depreciation deductions and investment tax credits.

Armed with $175,000 cash, Penny finds a decrepit AM/FM 20 miles from
Lansing, Michigan, which she buys for $320,000. She puts $80,000 down.
The remaining $240,000 is a note to the seller. The balance of Penny’s avail-
able cash, $95,000, is dedicated to working capital and equipment.

Penny runs out of working capital. She cannot make the station profitable
as quickly as she planned, but she increases the limits on her credit cards and
uses the cash to meet payroll.

Then, she obtains a construction permit from the FCC to move the FM
closer to Lansing. Since the proposed coverage blankets most of Lansing, a
bank lends her the money to build a new facility, which she does.

She operates the FM in a niche format, taking audience from one of the
market’s group owners. Two years later, the group owner purchases Penny’s
FM station for $1.4 million.
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EXERCISES

1. Name three types of financing used by Penny in her radio acquisition. 

2. What percentage of the total purchase price was her down payment?
According to market standards, was it adequate?

3. What form did Penny have to file with the FCC to obtain her con-
struction permit?

4. How long did Penny have to build the upgrade once the construction
permit was issued?

5. What form did Penny have to file with the FCC to transfer the license
from the seller to her?

CASE STUDY: NEW BUILD

Penny had a classmate at Radio-TV University (RTU), whose name was Cash
Galore. Ms. Galore, who hailed from Japan, also had a yen to own an FM sta-
tion. Cash can buy the best ratings and profits available in any major market,
which is where she wants to be. 

You are a yesteryear graduate of RTU and now are a broker and investment
adviser for aspiring broadcast owners like Cash.

EXERCISES

1. To satisfy her desire to become a stand-alone media mogul in a major
metropolitan American city, what two principal ownership options
can you advise the Japanese expatriate to consider?

2. What initial steps should Cash initiate to get either option under way?

3. Discuss the major advantages and disadvantages of each. 

4. Ms. Galore may have a problem in achieving her goal and no amount
of money can cure it. What is it?

NOTES
1 National Association of Broadcasters, 1771 N Street, N.W., Washington, DC

20036, http://www.nab.org.
2 Radio-Television News Directors Association, 1600 K Street, N.W., Suite 700,

Washington, DC 20006, http://www.rtnda.org.
3 http://www.MediaRecruiter.com.
4 Broadcasting & Cable Yearbook. New Providence, NJ: R. R. Bowker.
5 BIA Financial Network, 15120 Enterprise Court, Chantilly, VA 20151-1217,

http://www.BIA.com. 
6 Relevant information may be found in Broadcasting & Cable Yearbook.
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8 http://www.nab.org and http://www.ncta.com.
9 “Station Sales Scorecard,” Broadcasting & Cable, January 12, 2004, p. 50. 

10 “Stations Sales Scorecard,” Broadcasting & Cable, June 28, 2004, p. 51. 
11 47 CFR 73.202.
12 “Commercial FM Filing Window is July 22–August 6,” Antenna, Drinker, Biddle

& Reath, July 2004, pp. 1, 8.
13 For a more complete listing of financial institutions with electronic media expert-
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15 47 USC 537.
16 47 USC 541.
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A

TV-Y  All Children This program is designed to be appropriate for all
children. Whether animated or live-action, the themes and elements in this
program are specifically designed for a very young audience, including chil-
dren from aged 2 to 6. This program is not expected to frighten younger chil-
dren.

TV-Y7  Directed to Older Children This program is designed for
children aged 7 and above. It may be more appropriate for children who have
acquired the developmental skills needed to distinguish between make-believe
and reality. Themes and elements in this program may include mild fantasy
violence or comedic violence, or may frighten children under the age of 7.
Therefore, parents may wish to consider the suitability of this program for their
very young children.

TV-Y7-FV  Directed to Older Children—Fantasy Violence For
those programs where fantasy violence may be more intense or more combat-
ive than other programs in this category, such programs will be designated TV-
Y7-FV.

TV-G  General Audience Most parents would find this program suit-
able for all ages. Although this rating does not signify a program designed
specifically for children, most parents may let younger children watch this pro-
gram unattended. It contains little or no violence, no strong language, and lit-
tle or no sexual dialogue or situations.

TV-PG  Parental Guidance Suggested This program contains
material that parents may find unsuitable for younger children. Many parents
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may want to watch it with their younger children. The theme itself may call
for parental guidance and/or the program contains one or more of the follow-
ing: moderate violence (V), some sexual situations (S), infrequent coarse lan-
guage (L), or some suggestive dialogue (D).

TV-14  Parents Strongly Cautioned This program contains some
material that many parents would find unsuitable for children under 14 years
of age. Parents are strongly urged to exercise greater care in monitoring this
program and are cautioned against letting children under the age of 14 watch
unattended. This program contains one or more of the following: intense vio-
lence (V), intense sexual situations (S), strong coarse language (L), or intense-
ly suggestive dialogue (D).

TV-MA  Mature Audience Only This program is specifically
designed to be viewed by adults and therefore may be unsuitable for children
under 17. This program contains one or more of the following: graphic vio-
lence (V), explicit sexual activity (S), or crude indecent language (L).
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B

Source: WWOZ-FM, New Orleans. Used with Permission.
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Acceptable Use Policy (AUP): policy to govern employee use of company
computers.

Accounts payable ledger: an account book that reflects amounts owed to the
providers of goods and services.

Accounts receivable ledger: an account book that records amounts owed
to a broadcast station by its clients or to a cable system by its clients and
subscribers.

Administrative management: a managerial approach emphasizing the effec-
tiveness and efficiency of the total organization.

Affiliation contract: an agreement governing the relationship between a net-
work and an affiliated station.

Age Discrimination in Employment Act: legislation that forbids employers
with 20 or more employees from discriminating in employment practices
against any person 40 years of age or older.

Americans with Disabilities Act: legislation that prohibits employers with
15 or more employees from discriminating in employment practices against
qualified individuals with disabilities.

Amortization: the systematic reduction or writing off of an amount over a
specific number of time periods, usually years.

Asset: an object, right, or claim that is expected to provide benefits to its owners.

Audience flow: the movement of an audience from one television program
to another on the same channel.

Auditorium testing: a radio station research method that seeks reactions to
short excerpts from recordings played to several dozen people gathered in a
large room or auditorium.
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Average quarter-hour (AQH) audience: average number of persons listening
or viewing for at least five minutes in a 15-minute period.

Balance sheet: a periodic financial statement that reports a company’s assets,
liabilities, and net worth.

Barter: a transaction involving the exchange of advertising time for goods or
services. Also called a trade-out.

Barter-plus-cash programming: a station acquires a syndicated program for
a fee and also surrenders to the syndicator some of the commercial inventory.

Barter programming: a syndicator provides a program to a station at no cost,
but retains for sale some of the commercial inventory.

Basic cable: the minimum number of cable channels a subscriber may
receive for a monthly fee.

Behavioral school of management: a school of management thought that
emphasizes employee needs and their role in motivation.

Block programming: scheduling several television programs of similar
kind or with similar audience appeal back-to-back. Also called vertical
programming.

Bonus spots: spots given to an advertiser at no cost as a consideration for buy-
ing other spots. Also called spins.

Budget: a financial plan showing estimated or planned revenues and
expenses.

Bureaucratic management: an approach to management that pays special
attention to the structure of the organization and its impact on efficiency.

Call-out research: a radio station research method that seeks reactions to
recordings by playing over the telephone short excerpts or “hooks.”

Cash disbursements journal: a transaction record of all funds disbursed by
a company.

Cash flow: operating income before charges for depreciation, interest, amor-
tization, and taxes.

Cash receipts journal: a transaction record of all funds received by a compa-
ny from any source.

Checkerboard programming: scheduling a different TV program series in
the same time period daily.

Churn: the turnover in cable television subscribers.

Civil Rights Act: legislation that prohibits discrimination in employment
practices based on race, color, religion, sex, or national origin.

Classical school of management: a school of management thought that
embraces administrative, bureaucratic, and scientific approaches to
management.
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Community Service Grant (CSG): a grant from the Corporation for Public
Broadcasting to public radio and television stations for operating costs and
program purchases.

Compact disc (CD): a recording whose content is encoded in digital form
and read by a laser beam.

Contingency theory: a management approach that takes into account the
particular circumstances in reaching decisions and undertaking actions.

Contract: a formal legal document containing all the terms of a proposed
transaction between buyer and seller, and accompanied by exhibits reflecting
details of all assets to be conveyed and all liabilities to be assumed.

Co-op advertising: the cost of the retailer’s advertising is shared, usually
between the retailer and the manufacturer. An abbreviation for cooperative
advertising.

Core programming: FCC term to describe television programming
designed primarily to meet the educational and informational needs of chil-
dren 16 years old or younger.

Cost-per-rating point (CPP): the cost of a spot divided by the rating for the
program or period in which it is broadcast.

Cost-per-thousand (CPM): the cost of reaching 1,000 targeted households
or persons with a commercial.

Counter-programming: scheduling a TV program that appeals to a different
audience from that sought by the competition in the same time period.

Cume: an abbreviation for cumulative audience—an estimate of the number
of different households or persons viewing or listening for at least five minutes
in a specified period.

Current asset: an asset expected to be sold, used, or converted into cash with-
in one year.

Current liability: amounts, taxes, and commissions payable in the near
future, usually within one year.

Current ratio: the relationship of total current assets to total current liabilities.

DAB: digital audio broadcasting.

Debt-equity ratio: the relationship of total long-term liabilities to stockhold-
ers’ equity.

Depreciation: the systematic reduction in value of long-lived assets due to
use or obsolescence.

Designated market area (DMA): Nielsen’s term for the geographic area in
which television stations in the survey market receive a preponderance of
viewing.

Diary: an audience measurement method in which a sample of people
record their listening or viewing activity in a small booklet.
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Digital audio broadcasting (DAB): a technology that broadcasts audio pro-
gramming in digital form.

Digital television (DTV): use of digital modulation and compression to
broadcast video, audio, and data signals to television sets.

Digital video recorder (DVR): records TV content to a hard disk in digital
format. Also called a personal video recorder.

Direct broadcast satellite (DBS): the transmission of a television signal by
satellite to a small receiving dish.

Domain name: an Internet address.

Duopoly: a situation in which two radio stations in the same service (i.e., AM
or FM) in the same market are licensed to a single person or entity.

DVD: optical disc that can be used for storing data with high video and
sound quality.

EBITDA: earnings before interest, taxes, depreciation, and amortization.

Equal Employment Opportunity Commission (EEOC): the governmental
agency that ensures compliance with laws prohibiting discrimination in
employment practices.

Equal Pay Act: legislation that prohibits wage discrimination between male
and female employees.

Expenses: costs of services and facilities used in the production of current
revenue.

Fair Labor Standards Act: legislation that sets forth requirements for mini-
mum wage and overtime compensation.

Family and Medical Leave Act: legislation that requires employers with 50
or more employees to make available to them up to 12 weeks of unpaid leave
during any 12-month period for specified family or medical reasons.

Fiber optics: the conversion of electrical signals into light waves sent
through glass fibers.

Financial interest and syndication rules: FCC rules that prohibited net-
works from ownership interest in, and syndication of, their prime-time
entertainment programs. The rules were relaxed in the early 1990s to allow
for network ownership interest in such programs.

First-run syndication: the sale to television stations or other outlets of pro-
grams produced expressly for syndication.

Fixed asset: an asset that will be held or used for a long term, usually more
than one year.

Flipping: the use of a remote-control pad to switch from channel to channel
within and between television programs.
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Focus group: a research method in which a dozen or so people engage in a
moderator-led discussion on a question of importance.

Format: a radio station’s principal content element or sound.

Format search: a research method to determine if there is a need or place in
a market for a radio format or for elements within a format.

Franchise: an agreement between a governmental body and a cable televi-
sion company setting forth the conditions under which the company may
operate.

Frequency: the number of times a home or person is exposed to a program
or commercial.

General journal: an account book used to record “other” expenses, such as
depreciation, amortization, and interest.

General ledger: the basic accounts book, in two sections: one records fig-
ures for assets, liabilities, and capital; the other, income and expense account
figures.

Generic promo: a promotional announcement for a program series.

Goodwill: the term used to describe the intangible assets of a broadcast sta-
tion, such as reputation, image in the market, and the value of the license.

Grazing: the continuous scanning of the TV dial with the use of a remote-
control pad.

Grid card: reflects fluctuations in advertising rates according to supply and
demand.

Gross impressions (GIs): the total number of exposures to a schedule of
commercials.

Gross rating points (GRPs): the total of all rating points achieved for a
schedule of commercials.

Hammocking: placing a new or untested television program between two
popular programs.

Hawthorne Effect: despite a deterioration in working conditions, productiv-
ity is likely to increase when managers pay special attention to employees.
Takes its name from Western Electric’s plant in Hawthorne, IL, where the
phenomenon was observed.

Head-to-head programming: a strategy whereby a television station com-
petes directly against another station (or stations) by scheduling a similar pro-
gram or one with similar audience appeal in the same time period.

Hierarchy of needs: Abraham Maslow’s theory that human beings have cer-
tain basic needs that are organized in a hierarchy.

High-definition television (HDTV): a television system using more than
1,000 scan lines and an increased width-to-height ratio.
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Hook: see call-out research.

Horizontal programming: see strip programming.

House accounts: accounts that require no selling or servicing and on which
no commissions are paid.

Households using television (HUT): the percentage of all television house-
holds in a survey area with TV sets in operation at a particular time.

Hygiene factors: Frederick Herzberg’s term to describe factors associated
with conditions surrounding work, such as salary, benefits, and job security.

Image promotion: an attempt to establish, shift, or solidify public percep-
tions of a station.

Income statement: a periodic financial statement that reports a company’s
revenues, expenses, and resulting profit or loss. Also called an operating state-
ment or profit and loss (P and L) statement.

Information superhighway: a term coined to describe the projected high-
capacity networks and information services interconnecting every home and
business in the country.

Internet: worldwide network of computer networks; also called the Net.

Internet Service Provider (ISP): a company that connects subscribers direct-
ly to the Internet. Also called Internet Access Provider.

Leased access channel: a cable television channel on which time may be
purchased by individuals or groups for the transmission of programs.

Liability: an obligation to pay an amount or perform a service.

Local marketing agreement (LMA): a contractual agreement whereby a
radio or a television station sells a block of air time to a third-party program-
mer, who uses the time to broadcast content, including commercials, over the
station. May also be applied to a situation where the licensee sells only its
commercial inventory to a third party and retains programming control.

Local origination channel: a cable television channel equipped and main-
tained by the cable system to provide locally originated programming.

Logo: a distinctive symbol that identifies a station and often incorporates its
call letters and frequency or channel number.

Long-term liability: an obligation, such as bank debt, mortgages, and pro-
gram contracts, to be paid over an extended period of time.

Loss: the excess of expenses over revenue.

Lottery: a contest containing the elements of prize, chance, and consideration.

Low-power television (LPTV): a television station that broadcasts to a limit-
ed geographical area, usually about 10 to 15 miles in radius.

Lower-level managers: those responsible for overseeing the day-to-day per-
formance of employees.
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Management: the process of planning, organizing, influencing, and control-
ling to accomplish organizational goals through the coordinated use of
human and material resources.

Management by objectives (MBO): a management approach whereby all
employees establish objectives designed to assist in the achievement of organi-
zational goals, and the progress toward attaining them is reviewed periodically.

Management science: a school of management thought that uses mathemat-
ical models to simulate situations and to project the outcomes of different
decisions.

Market perceptual study: a research method to determine target audience
perceptions of a station.

Metro area: a geographical area generally corresponding to the metropolitan
area defined by the U.S. Government’s Office of Management and Budget.

Middle managers: those responsible for the coordination of activities
designed to assist the organization in achieving its overall goals.

Motivators: the term coined by Frederick Herzberg to describe factors asso-
ciated with job content, such as achievement, recognition, and advancement.

Multiple: a number by which the cash flow of a company is multiplied to
determine the offering price.

Multiple system operator (MSO): a company that operates more than one
cable television system.

Must carry: FCC rule providing that television stations may demand car-
riage on cable systems within their designated market area.

National Telecommunications and Information Administration (NTIA):
the White House telecommunications policy office, located within the
Department of Commerce.

Net loss: the excess of all expenses, including taxes, over revenue.

Net profit: the excess of revenue over all expenses, including taxes.

Net worth: the owners’ equity in a company, reflecting the difference
between total assets and total liabilities.

Nontraditional revenue (NTR): revenue from sources other than the sale of
airtime. 

NSI area: Nielsen’s term for a market’s metro and designated market area
counties, plus other counties necessary to account for approximately 95 per-
cent of the average quarter-hour audience of stations in the market.

Occupational Safety and Health Act: legislation that requires employers to
ensure that the workplace is free of hazards that could cause illness, injury, or
death.

Occupational Safety and Health Administration (OSHA): the governmen-
tal agency that administers the Occupational Safety and Health Act.
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Off-network syndication: the sale to stations or other outlets of programs for-
merly aired on a television network.

Operating expense: the expense of performing normal business activities as
opposed to the expense of financing the business.

Operating loss: the excess of operating expenses over revenue.

Operating profit: the excess of revenue over operating expenses, excluding
depreciation, amortization, interest, and taxes.

Operating statement: see income statement.

Orientation: the process whereby new employees are introduced to other
employees and the station.

“Other” expenses: nonoperating cash and noncash costs of a business, usu-
ally including depreciation, amortization, and interest.

Pay cable: channels added to basic cable offerings for which an extra sub-
scriber fee is required.

Pay-per-view (PPV): cable programming for which the subscriber pays on a
per-program or per-event basis.

Payola: the practice whereby recording company representatives secretly
reward disc jockeys for playing or plugging certain recordings.

PEG channel: cable television channel allocated for public, educational,
and governmental use.

People meter: electronic metering system used by Nielsen to measure audi-
ences for broadcast and cable networks and nationally distributed barter-
syndicated programs.

Per-inquiry advertising: an advertiser pays a commercial rate based on the
number of responses generated by the advertising.

Personal video recorder (PVR): see digital video recorder.

Piracy: the unauthorized reception of a cable television signal.

Playlist: the list of recordings played by a radio station.

Plugola: the on-air promotion of goods and services in which someone
responsible for selecting the material broadcast has a financial interest, with-
out disclosing that fact to the audience.

Policy book: contains the philosophy and policies of a broadcast station and
sets forth the responsibilities of individuals and departments.

Pregnancy Discrimination Act: legislation that forbids discrimination in
employment practices based on pregnancy, childbirth, or related medical
conditions.

Prepaid expense: an expense paid in advance of its occurrence.
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Pretax loss: the excess of expenses, including depreciation, amortization, and
interest, but excluding taxes, over revenue.

Pretax profit: the excess of revenue over expenses, including depreciation,
amortization, and interest, but excluding taxes.

Prime-time access rule (PTAR): discontinued rule generally forbidding
network-affiliated television stations in the top-50 markets from airing more
than three hours of network or off-network programming between 7:00 P.M.
and 11:00 P.M. (ET).

Profit: the excess of revenue over expenses.

Profit and loss (P and L) statement: see income statement.

Program promotion: the promotion of a station’s content.

Promo: an announcement promoting a station and/or its content. An abbre-
viation for promotional announcement.

Public access channel: a cable television channel for which individual
members of the public or groups provide content.

Rating: in television, the percentage of all television households or persons
in a survey area viewing a particular station. In radio, the percentage of all
persons in a survey area listening to a particular station.

Reach: the number of different homes or persons exposed to a program or
commercial.

Request for proposals (RFP): an invitation from a governmental body to
submit a proposal for the establishment of a cable television system.

Retransmission consent: legislation that permits a station to waive its “must-
carry” right in return for the right to require its consent before a cable system
may carry its signal.

Revenue: the inflow of resources to a broadcast or cable business from the
sale of time or the provision of services.

Rotation: the frequency with which a recording is played by a radio station.

Sales journal: a transaction record of billings to clients for commercials run
over a certain period of time, usually a month.

Saturation schedule: a heavy commercial load aired when targeted homes
or persons are tuned in.

Scientific management: a systematic approach to management with an
emphasis on productivity.

SDARS: satellite digital audio radio services.

Share (of audience): in television, the percentage of households or persons
using television tuned to a particular station. In radio, the percentage of all
listeners tuned to a particular station.
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Specific promo: a promotional announcement for one program in a series.

Spectrum plan: a moderate number of spots scheduled throughout the day.

Spins: see bonus spots.

Spot schedule: a series of commercials aired in only one or two periods of
the day.

Station rep: a company that represents a radio or television station in the sale
of time to national advertisers and advises the station on the purchase, sched-
uling, and promotion of programs.

Strip programming: scheduling a TV program series at the same time each
day, usually Monday through Friday. Also called horizontal programming.

Superduopoly: a situation in which three or more radio stations in the same
service (i.e., AM or FM) and in the same market are licensed to the same per-
son or entity.

Syndicated program exclusivity rule (syndex): a rule protecting a local tele-
vision station’s syndicated programs against duplication from signals import-
ed by a cable television system.

Syndicators: companies that sell programs or features to radio and television
stations and other outlets.

Systems theory: a management approach that views an organization as a sys-
tem of parts related to each other and to the external environment.

Telco: an abbreviation for a telephone company.

Television network: the FCC defines it as an entity providing more than fif-
teen hours per week of prime-time entertainment programming to intercon-
nected affiliates on a regular basis. Such programming must reach at least 75
percent of the nation’s television households.

Theory X: a philosophy of human nature, advanced by Douglas McGregor,
suggesting that managers must coerce, control, and even threaten to motivate
employees.

Theory Y: a philosophy of human nature, advanced by Douglas McGregor,
suggesting that employees are capable of accepting responsibility and exercis-
ing self-direction.

Tier: a level of service offered by a cable television company.

Time spent listening (TSL): the time a person listens to a radio station dur-
ing a specific period of the day.

Top managers: those who coordinate an organization’s activities and provide
its overall direction.

Total quality management (TQM): a management approach that focuses
on the customer and emphasizes quality in everything the organization
undertakes.
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Trade-out: see barter.

Trailing cash flow: a company’s cash flow for the most recent 12-month peri-
od, which may or may not correspond with the fiscal year.

Underwriting: the provision of funds by businesses for the production and
airing of programs on public radio and television stations in exchange for
announcements in the programs.

Union contract: an agreement governing relations between an employer and
unionized employees.

Vendor support program: a method whereby a retailer obtains manufactur-
er dollars to cover advertising costs.

Venture capital: financing in which the company providing the funds
receives an ownership interest in the facility to be acquired, as well as interest
on the funds advanced.

Vertical programming: see block programming.

Webcasting: carriage of a station’s signal on the World Wide Web.

Web page: units of information on one or more computer screens, often with
links to other pages or graphics.

Web site: location of a computer called a server that contains the home
pages for a company.

World Wide Web (WWW): a portion of the Internet formatted with hyper-
text links.

Zapping: using a remote-control pad to change TV channels to avoid
commercials.

Zipping: the fast-forwarding of videocassette recorders through commercials
in recorded programs.
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Announcements, 246-247
“come-on” spot, 247
public service (PSA), 247
teaser, 247

Announcers
personality, 118
radio disc jockeys, 104-105

“shock jocks,” 243-244
Appreciation potential, 32
Arbitron Company, The, 107-108, 178,

180, 184, 318, 344
market definition, 236
portable people meter (PPM), 186

Assets, 41-42
current, 42
fixed, 42
other, 42
prepaid and deferred charges, 42

Association of Public Television Stations
(APTS), 297, 306

Audience, 102-103, 148
available, 123-124
flow, 123, 302
flow building, 123
habit building, 123
interest, 123, 124
measurement

methods, broadcast, advantages and
disadvantages of, 179

terminology, 181-184
average quarter-hour (AQH), 182
cost

-per-rating point (CPP), 183
-per-thousand (CPM) households

or persons, 183
cume (cumulative audience), 

182
gross

impressions (GIs), 183
rating points (GRPs), 182

households using television (HUT),
181

rating, 181
share, 181-184

promotion, 194-212, 217
campaign, 197-198
methods, 198-212

Audio Vault by Broadcast Electronics, 33

Auditorium testing, 118
Automation, 118
AVID, 333

B & C Broadcasting & Cable magazine,
63, 213, 330

BBC World Service, 315
Barnard, Chester I., 6
Barter, 113, 156, 351

+ cash arrangement, 122
programming, 121, 156
transaction, 40, 48, 122, 186

Billboard magazine, 117
Billboards; see advertising, billboards
Bipartisan Campaign Reform Act of

2002 (BCRA), 240, 249-250
Broadband Cable Financial Databook,

55
Broadcast

industry, 25
political, 237-240
programming, 101-146

case studies
radio, 144
television, 144-145

promotion and marketing, 191-220
case studies

radio, 218-219
television, 219

regulations; see regulations, broadcast
sales; see sales, broadcast
station management, 1-30

case study, 27-28
Broadcast Accounting Guidelines

(BCFM), 46
Broadcast Cable Financial Management

Association (BCFM), 38, 46,
48

Broadcast Mid-Term Report (FCC 397),
89

Broadcaster, 38, 102, 223-224
Broadcasting, foundations of, 3
Broadcasting & Cable Yearbook, 333,

337, 339, 357, 359
Budget(ing), 57, 124-125, 151

controls, 33
preparation, annual, 33
worksheet, 34-37
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Bumper, 116
Bureaucracy, 6
Business department, 16, 33

Cable, 50, 127, 131, 141-142, 195, 299,
358-359

channels
barker, 280
basic cable networks, 269-270
distant broadcast stations, 269
local

origination and access channels, 268
over-the-air broadcast stations,

268-269
pay-cable networks, 270

selected, and their content, 270
deregulation, 261
digital; see digital cable
networks, 334
operator, 262-263

systems, 38
multiple (MSOs), 263, 266, 272, 334

television system, managing the, 259-286
case study, 284-285
economics, 272-279

expenses, 278
items, list of principal, 279

revenues, 272-278, 284
franchise, 283-284
organization, 263-265, 266
programming, 266-272

tiering; see tiering
promotion, 279-280, 284
regulation, 280-282

tiering; see tiering, cable
wireless, 282

Cable & Telecommunications
Association for Marketing
(CTAM), 280, 284

Cable Communications Policy Act of
1984, 261-262, 280, 359

Cable Television Consumer Protection
and Competition Act of 1992,
261, 268-269, 271, 281-282,
299, 306, 356-357, 359

Cabletelevision Advertising Bureau
(CAB), 55

Call-out research, 117

Campaign Spending Law; see Bipartisan
Campaign Reform Act of 2002
(BCRA)

Carnegie Commission on Educational
Television of 1967, 288

Center for Online Learning, 162
Charity Games Advertising Clarification

Act of 1988, 206, 245
Children’s Television Act of 1990, 158,

232, 241-242, 249
Children’s Television Programming

Reports, 135, 136-139, 242,
251-252

Children’s Television Report and Policy
Statement (1974), 241

Churn; see customer turnover
Civil Rights Act of 1964, 87, 97
Claritas Corporation, 184
Client data, 165

needs analysis, 165, 166-167
Clusters, 2
Columbine, 33
Commercial

“cranking up the gain,” 248
leased access, 261
policy

station’s, 118-119
regulations, 248-249

subliminal perception, 248
time, sale of, 248

Common Carriage Agreement of 1997,
301

Communications
Act of 1934, 24, 137, 159, 222-223,

252, 254, 280, 359, 360
Section 303 (convenience and 

necessity), 223
Section 312 (reasonable access &

time for political candidates),
239

Section 315 (equal opportunities 
provision of), 237-239

Sections 503(b)(1) and (2) (fines and
forfeitures), 252

between management and employees,
18

Community Service Grant (CSG), 
291-292, 311
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Compact disks (CDs), 311
Competition, 23
Computer

Concepts, 33
use, 94-95

acceptable use policy (AUP), 95
Consolidation Act of 1996; see

Telecommunications Act of
1996

Consumer
control, 26
Credit Protection Act, 225
Product Safety Act, 225

Contingency theory, 10-12, 27
Continuity

department, 16
director, 16

Copy, commercial, 16
Copyright

Act of 1976, 225, 281
fees, 267, 282
Royalty Tribunal (CRT), 282

Corporation for Public Broadcasting
(CPB), 288-289, 292, 297,
309-311, 314, 318, 320, 
322-323

Certification of Eligibility, 307
Program Acquisition and Support

Grant, 311
Cost controls, 33
Creative director, 15
Current magazine, 330
Customer

service representatives (CSRs), 275
turnover, 264

Daily Variety, 213
Dayparts, 115

radio station, 154
ratings dominance in certain, 214
television, 124

Deejays; see announcers, radio
Deming, W. Edwards, 12
Department of Justice, 23, 225
Depreciation, 42, 46, 48
Deregulation, 32, 222-224, 230, 232,

234, 246, 248-249, 253-254,
261, 314, 349

Designated Market Area (DMA) 
profiles, 305

Digilink by Arrakis, 33
Digital

analog, 314
audio broadcasting (DAB), 223, 274,

314
bandwidth, 217
cable, 272, 278
capability, satellite TV companies

with, 267
channels, 267

music, 272, 283-284
conversion, 283
editing systems, 333
radio; see radio, digital
subscriber line service (DSL), 263,

272, 276-277
television; see television, digital
tiers, 263, 267, 283
video

Broadcasting-Handheld (DVB-H)
service, 142

disc (DVD), 2
recorders (DVRs), 2, 278, 283-284

Direct broadcast satellite (DBS), 2, 50,
127, 131, 141-142, 195, 278,
280, 282, 299, 335

Director
continuity, 16
creative, 15
news, 15
production, 15
program, 104

Directors Guild of America 
(DGA), 80

Disc jockeys, 104-105, 329
“shock jocks,” 243-244

Drucker, Peter, Practice of Management,
75

Duopoly rule, 234
DVD players, 119

E-mail, 216
Economic activity, 25
“Economic man,” 6
Electronic data interchange 

(EDI), 33
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Electronic media business, entry into
the, 327-365

case study
acquisition—non-traditional financ-

ing, 364-365
new build, 365

employment, 328-334
entry-level positions, 328-329, 363
head hunters, 333
help-wanted ads

entry-level radio account executive,
330

jobs hotline for subscribers to Inside
Radio, 332

television, 331
internships, 329
markets

large, 329
smaller, 329, 363

networking, 333
upward movement, 330

ownership, 334-363
construction of a new facility, 

357-362
locating a frequency or franchise,

357-359
AM, 357
auction application, FCC From

175, 358
cable, 358-359
FM, 357-358
television, 358

new service: application, construc-
tion, and license, 369-362

broadcast, 359-361
excerpt from FCC Form 301:

Application for Construction
Permit for Commercial
Broadcast Station, 359, 360-361

cable, 362
construction permit (CP) issued

by the FCC, 361
purchase of an existing facility, 

334-357
financing, 346-349, 363

banks, 346-347
funds for minority acquisition,

348

governmental agencies
Small Business Administration

(SBA), 348
investment banks, 348

best efforts, 348
guaranteed, 348

non-traditional financing, 349
seller financing, 348

“carries the paper,” 348
venture capital, 347-349

companies (aka “vulture capital
companies”), 347

finding the station or system, 
337-341

direct contact, 337
media broker, use of a, 337-341,

363
announcement of a completed

transaction, 343
listings, exclusive or 

nonexclusive, 337
exclusive listing agreement,
340-342

profile of a media broker, 
338-339

letter of intent, contract, and 
transfer application, 349-357

acquisition company due 
diligence checklist, 353-354

sample letter of intent, 350-352
excerpt from FCC Form 314:

application for consent to
assignment of

broadcast station construction
permit or license, 355-356

station evaluation, 341-346
analyzing market and competi-

tion, 342-345
price, 345-346

multiples, 345-347
trailing cash flow, 345, 347

submitting an offer, 349-357
due diligence (inspection) period,

349
Employment; see human resource 

management, functions of,
staffing or electronic media
business, entry into the
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Employment Journal, 332
Engineer, chief, 16
Engineering department, 16
Equal Employment Opportunity (EEO),

87-93
Commission (EEOC), 87, 93
Program Report, (FCC 396), 90-92
public inspection file report, 89

Equal Pay Act of 1963, 87, 97
Equal time provision; see

Communications Act of 1934,
Section 315

Equity, 41, 43
Expenses, 46-49

direct, 46
categories

bad debts, 53
budget control, 53-54
employee

compensation, 51
performance, 50-51

facilities, 52
insurance, 53
professional services, 51-52

general and administrative, 47
news, 47
operating and other, 46
program, 46-47
promotion, 47
sales, 47
technical, 46

Fair Labor Standards Act, 76
Fairness Doctrine, 222-223, 241

constitutionality of, Red Lion Supreme
Court decision in 1969, 223

Family and Medical Leave Act of 1993,
87, 97

Fayol, Henri, 4
Federal

Aviation Administration (FAA), 24, 359
Communications Commission (FCC),

2, 16, 20, 23-24, 42, 50, 52,
55, 70-71, 89-92, 97, 102, 
136, 140, 158, 205, 207-208, 
222-254, 261-262, 280-282,
289, 295-296, 305, 321-322,
334-335, 344, 352, 357, 359,
362-363

broadcast affirmative action 
requirements, 229

chairmen
Fowler, Mark , 222
Hundt, Reed, 223
Kennard, William, 223
Martin, Kevin, 223
Patrick, Dennis, 222
Powell, Michael, 223, 236
Quello, James, 223
Sikes, Alfred, 223

construction permit (CP), 361
contest rule, 246
counsel, role of, 225-228

deadlines, keeping the client abreast
of, 226

sample profile of Cohn & Marks
LLP, a Washington, DC, firm,
227-228

Docket 80-90, 344
forms

175 (auction application), 358
301 (facility changes), 229, 359-360,

361
302 (license application), 229, 361
303-S (license renewal application),

231-233
314 (license sale & transfer), 233,

352, 354, 
355-356, 360

323 (ownership report), 229
395-B (annual employment report),

229
396 (EEO report), 229
398 (Children’s Television

Programming Report), 135,
136-139, 242, 251-252

hoax rule of 1992, 245
indecency standard (“seven dirty

words” test), 242-243, 320
-mandated conversion to DTV, 291
phone conversation rules, 246
“postcard renewal” proceedings, 249
regulatory underbrush proceedings

(1980s), 246
Rules and Regulations, 106, 

159-160
signal carriage rules; see signal carriage

rules
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Food, Drug, and Cosmetic Act, 225
Radio Commission (FCR), 222
Trade Commission (FTC), 24, 224, 246

Feedback, 10
Fiber optics, 267
Financial

forecasting, 33
management, 31-59

accounting function, 33-49
budgeting, 33, 57
case study, 57-58
cost controls, 33, 50-54, 57
planning, 33-43

performance, operational, 32
progress, monitoring, 55-56
recordkeeping process, 41
records, planning, 33-34

accounting and traffic system, 39-40
balance sheet, 41-43, 44-45, 57

current ratio, 43
debt-to-equity ratio, 43

income statement, 41, 43-49, 57
journal

cash disbursements, 38
cash receipts, 38
general, 40
sales, 38, 40

ledger, 41
accounts payable, 41
accounts receivable, 40-41
general, 41

statements, preparing, 43-49
income, 41, 43-49, 57
operating; see financial statement,

income
profit and loss (P and L); see

financial statement, income
Financial Interest and Syndication Rules

(Fin-Syn), 222
Flipping, 123
FM, 357-358

low-power (LPFM), 236, 321
spectrum, 344

Follett, Mary Parker, 6, 11
Food and Drug Administration (FDA),

23-24
Format

clock, 115
searches, 118
wheel, 115, 116-117

Formats, 109-112, 142-143
Franchise, 283-284, 356-359, 363

agreement, 260-261, 266, 283
process, 260-261
proposals, 362
renewal, 262-263

Fritts, Eddie, 26

Gallup Organization, 305
Goodwill, 42, 46
Government, federal, 23-24

executive branch, 23-24
judicial branch, 24
legislative branch, 24
regulatory agencies, 24

“Greater fool” theory, 32
Griffin Media Research, 184

Hawthorne Effect, 7
Herzberg, Frederick, 8
High-definition television (HDTV); 

see television, high-definition
Hooks, 117
Human relations movement, 7
Human resource management, 

61-100
case studies, 97-99
computer use; see computer 

use
functions of, 62-80

staffing, 62-73, 97
application for employment, 

sample, 65-67
benefits, 76-77
compensation, 75-77, 97
development, 74-75
dismissals, 71-73
employee relations, 78-80, 97
interviews, 68-71
orientation, 74-75, 97
personnel planning, 62-63
recruitment, 63-64
safety and health, 78, 97
salary, 76
selection, 64-71
training, 74-75

law, and the, 86-95
sexual harassment; see sexual 

harassment
unions, trade; see unions
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Illumination, 7
iPod, 142, 216
Inputs, 10
Inside Radio, 330

jobs hotline for subscribers to, 332
Interconnection Grant, 293
Interest, 46
Internal Revenue Service (IRS), 53, 208

guidelines, 42
International Alliance of Theatrical

Stage Employees, Moving
Picture Technicians, Arts and
Allied Crafts of the United
States, Its Territories and
Canada (IATSE), 80

International Brotherhood of Electrical
Workers (IBEW), 80

Internet, 119, 162, 184, 216-217, 260
high-speed, 46, 263, 272, 276-277,

283-284
marketing piece, excerpt from a, 277

role of in the future of public broad-
casting, 322

Investing
in Radio (BIA), 333, 342-344
in Television (BIA), 333, 342-344

Katz, Robert L., 21

Labor
force, 24
unions, 24-25

LaTerr Broadcasting Corporation, 43-44
Learning organization, 12-13
Leigh Stowell & Company, 184
Lewis, J. David, 108
Liabilities, 41-43

current, 43
long-term, 43

Licensee, 23
Lighting levels, productivity of, 7
Local marketing agreements (LMAs),

234
Localism, 236, 241, 321

initiative, 254
accelerating activation of low-power

stations, 236
notice of inquiry, 236
task force, 236

Management
administrative, 4-6
behavioral school, 6-10, 27
broadcast station; see broadcast station

management
bureaucratic, 6
by objectives (MBO), 75
classical school, 3-6, 27
definition of, 3, 27
financial; see financial management
functions, 4, 14-19, 27

controlling, 19, 27
influencing or directing, 17-19, 27
organizing, 14-17, 27
planning, 14, 27

human resource; see human resource
management

influences on, 22-26
levels, 13
personal qualities, 22
principles of, 5
radio, public; see radio, public, 

management tasks
roles, 11, 19-21

decisional, 21
informational, 20
interpersonal, 20

science, 10, 27
scientific, 3-4

principles of, 4
skills, 21-22

conceptual, 22
human, 22
technical, 21-22

television, public; see public broadcast
station management

thought
evolution of, 3-13
modern, 10-12, 27
twenty-first century, 12-13
total quality (TQM), 10, 12, 27

Manager
communication, 32
general (GM), 2, 14, 16
lower, 13
market, 2
middle, 13
program, 104-109
technical, 16
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top, 13
traffic, 16

Market
area, designated (DMA), 180
data, 164
perceptual studies, 118

Marketing
agreements, local; see local marketing

agreements
department, 15
director, 192-194, 217

qualities, 193-194
responsibilities, 192-193

Marshall Marketing and
Communications, 184

Maslow, Abraham, 7-8
Mayo, Elton, 7
McGregor, Douglas, 8-9
Media

buyers, 173
“on-demand,” 26

Mediamark Research Inc. (MRI), 184
MediaRecruiter, 333
Membership Drive Producer’s Manual,

excerpt from, 369-378
membership levels, drive, sample, 370
on-air checklist for fund drive, sample,

371-373
pitch ideas/concepts, sample, 

374-378
Merchandising, 215-216
Metro area, 180
Metropolitan statistical area (MSA), 180
Miller, Kaplan, Arase & Company, 55
Mintzberg, Henry, 20
Motion Picture Association of America

(MPAA), 136
Motivation, theories of, 7-10, 17-19
Multichannel News, 332
Music

channels, 46
digital; see digital channels, music

directors, radio, 104
-format decision-making environment,

108
services, 278
sweep, 116

Must-carry rules, 267-269, 271, 282,
299, 305

National Advertising Division (NAD) of
the Council of Better Business
Bureaus, 225

National Association of Broadcast
Employees and Technicians
(NABET), 81

National Association of Broadcasters
(NAB), 25-26, 38, 48, 53, 63,
76-77, 136, 237, 332

Radio Code, 157
Special Television Financial Reports

order form, 56
Television Code, 157
Television Financial Monitoring

System, 55
Television Financial Report, 55

National Cable Television Association
(NCTA), 53, 136

National Program Production and
Acquisition Grants, 311

National Public Radio (NPR); 
see radio

National Telecommunications and
Information Administration
(NTIA), 23-24, 225, 292, 307,
311, 320

Network
affiliate, 143

programming the, 127-131
relations, 127-128
scheduling, 128-131

affiliation agreement, 42
Net worth, 41, 43
News

department, 15
director, 15

Nielsen
Designated Market Areas (DMAs),

305, 344
Homevideo Index (NHI), 276
Media Research, 178, 180, 184, 186
Report on Syndicated Programs, 121
Station Index (NSI), 180

area, 180
Profiler, 184

Non-Traditional Revenue (NTR), 43
North American Free Trade Agreement

(NAFTA), 12
NPR; see radio, public

Index
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Omnibus Budget Reconciliation Act of
1993, 42, 253

Organization, definition of, 6-7
Outputs, 10
Outreach Fund for National TV

Programs, 292

Paul Kagan Associates, Inc., of Carmel,
California, 55

Payola, 247
Pay-per-view (PPV), 43, 260, 267, 270,

274, 284
marketing piece, excerpt from a, 271

PBS; see Public Broadcasting Service
PEG channels (public, educational, or

governmental access), 261,
266

mandatory access, 267, 284
Personal

Attack Rule, 222
influence of employees, 19

Pickens, T. Boone, Jr., 13
Playlist, 117-118
Plugola, 247
Political Editorial Rules, 222
Pregnancy Discrimination Act of 1978,

87, 97
President, Executive Office of the, 23
Prime-Time Access Rule (PTAR), 222
Production

commercial, 15
department, 15
director, 15
manager, 15

Program
acquisition, 105-106
Challenge Fund, 293
control, 106
department, 15, 103-105

functions of, 103
organization, 104-105

director (PD), 105
editorials, station, 140
execution, 106
local newscasts, 139-140
manager, 104-109

influences, 107-109
qualities, 106-107
responsibilities, 105-106

planning, 105
public affairs, 140
public service announcements (PSAs),

140
radiothons, 140
telethons, 140

Programming
block, 125
cable

involuntary, 267
must-carry rules, 267-269, 271
voluntary, 267

checkerboard, 125
children, for, 135-137

Children’s Television Programming
Report (FCC 398), 135, 
136-139

community, and the, 137-140
core, 135
counter, 125, 302
feature films, 125-126
head-to-head, 125
horizontal, 125
independent station, 131-133, 143
network, 128

affiliate; see network affiliate
niche, 114
policies, 237-247
principles, ten basic, 126-127
radio station; see radio station 

programming
public; see radio, public

station representative, and the, 
134-135

strip, 125
television station; see television station

programming
public; see television, public

vertical, 125
Promotion(al), 214-216

announcements (promos), 205-206
generic, 209
specific, 209

audience; see audience promotion
contests, 206-208
department, 15
director, 192-194, 217

qualities, 193-194
responsibilities, 192-193
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fixed-position, 210
image, 195, 217
news

local, billboard, 196
on-air, graphic, 195

off-air, 205, 210-211, 218
on-air, 205

radio, 205-208, 218
television, 208, 218

plan, 194, 217
program, 195, 217
sales; see sales promotion
value-added, 215-216

merchandising; see merchandising
Protector; see program manager
Public, 25

broadcast station management, 287-326
Broadcasting Act of 1967, 288, 322
Broadcasting Directory, 320
Broadcasting Service (PBS), 288, 289,

291-293, 295, 297, 300-301,
305, 307, 321

interest, 223-224
radio; see radio, public
relations, 200-205, 214, 217-218
service, 216-218
television; see television, public

Publicity, 200-205, 214, 218
events, 202
materials, 202

R & R (Radio & Records), 117, 213, 330
Radio, 40

digital, multichannel, 314
disc jockeys; see disc jockeys
NPR (National Public Radio), 

288-289, 309-311, 314-318,
320, 322-323

public, 309-320
case study, 324
licensing process, noncommercial,

321
low-power FM (LPFM), 236, 321
management tasks, 310-320

administration, 320
community outreach, 319-320
engineering, 320
fund-raising and expense control,

310-314

audience, 311-312
community corporation licensee

expense distribution, 315
revenue distribution, 313

government funding, 311
underwriting, 312-314

programming
format selection, 314-316
national affiliation, 316-317

promotion, 317-318
research, 318-319

demographics of listening, 319
organization and personnel, 309-310

organizational chart, 309
Public Radio

International (PRI), 309-310, 315,
316-317

Program Directors Association
(PRPD), 317

Satellite System, 316
satellite, 141
station

organization, 17, 104-105
programming, 143

format selection, influential factors
community composition and 

location, 114
finances, 115-119
market size, 114
potential audience and revenues,

114
technical considerations, 114-115

information formats, 111, 143
all news, 111
all talk, 111
news/talk, 111

music formats, 109-111, 143
adult contemporary (AC), 109
adult standards, 109
alternative, 109
classical, 109
contemporary hit radio (CHR),

110
country, 110
new ac/smooth jazz, 110
oldies, 110
rock, 110
urban, 110

sources, 112-113

Index
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Radio (Continued)
local, 112-113
network, 113
syndicated, 113

specialty formats, 112, 143
ethnic, 112
religion, 112
variety, 112

strategies, 114-119
Radio Act of 1927, 102, 222
Radio Advertising Bureau (RAB), 55,

162, 185
advertise, ten reasons to, 168
client needs analysis questions, 165,

166-167
Radio Business Report, 330, 339
Radio Financial Databook, 55
Radio-Television News Directors

Association (RTNDA), 333
Real Networks’ Rhapsody Jukebox 

subscription service, 178
Regulations, broadcast, 221-258

advertising, deceptive; see advertising,
deceptive

agencies, other, 224-225
announcements, 246-247

compensation, 247
concert promotions, 247
payola, 247
plugola, 247
teasers or “come-on” spots, 247

application and reporting 
requirements, 229-233

forms; see Federal Communications
Commission (FCC) forms

quarterly issues/programs list, sample,
230

background, 222-223
case studies, 254-256
commercial policies, 248-249

“cranking up the gain,” 248
subliminal perception, 248
time, sale of, 248

complaints, dealing with, 253
consolidation

accelerated (1996 Telecom Act), 235
progression to (1992-1996), 234-235

fees, regulatory, 253
fines and forfeitures, 252

localism, 236, 241, 254
operating requirements, 252
ownership

policies, 233-236
rules changes (post-1996), 236

programming policies, 237-247, 254
children’s programming, 242-242
Fairness Doctrine, 241
indecency, 242-243, 320

safe harbor hours, 243-244
“seven dirty words” test (FCC

standard for indecency), 
242-243, 320

U.S. Criminal Code, 242
zero tolerance, 243, 254

lotteries, 245
obscenity, 242-243, 320

prevailing standard (U.S. Supreme
Court’s 1973 resolution of
Miller v. California), 242

U.S. Criminal Code, 242
on-the-air hoaxes, 245

FCC’s new hoax rule of 1992, 245
other, 246
political broadcasts, 237-240

Bipartisan Campaign Reform Act
of 2002 (BCRA) (Campaign
Spending Law), 240

political advertising checklist, 
sample, 238

standards for rates charged to 
political candidates, 239-240

third-party issue ads, 240
organizations (527s), 240

profanity, 242-243
U.S. Criminal Code, 242

racial slurs, 244
violence, 244

public inspection file, 249-252
role of, 223-228

Regulator, 102
Revenue, 43-46

-generation potential, 26
loss, 48
potential, 121-122
profit

net, 48
operating, 48

RFPs (requests for proposals), 359, 362
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Roethlisberger, Fritz J., 7
Rotation, playlist, 116

Safe harbor hours, 243-244
Sales

accounts
agency, 170
direct, 170

broadcast, 147-189
case studies

radio, 187-188
television, 188

call, 170-173
department, 15, 148-150

functions, 148-149
organization, 149-150

local and regional, 161-175
policies, 157-160

Access, Section 312 of the
Communications Act of 1934,
159

Charges, Section 73.1942(a) of the
FCC’s Rules and Regulations,
159-160

Discrimination, Section 73.1941(e),
160

Proof, 160
Records, Section 73.1943, 160
Time Requests, 160

promotion, 212-216, 217-218
campaign, 212-213
methods, 213-216

proposal, 169-170
research, 178-184

measurement, market and audience,
178-184, 187

household meter, 180
local people meter (LPM), 180,

186
revenues, 19
staff

account executives, 148-149, 
161-175

compensation, 174-175
hiring, 161-162
sales tools, 164-169
training, 162-164

radio station, 163
co-op coordinator, 149-150

manager
general sales (GSM), 149-153
qualities, 152-153
responsibilities, 150-152

local sales, 149
national sales, 150
traffic, 150

station representative (station 
rep), national, 148, 175-178,
187

relations, 177-178
selecting, 175-176
services, 176-177

time; see time sales
Scalar principle, 9
Scarborough Research, 184
Scarcity rationale, 223
Screen Actors Guild (SAG), 81
Senge, Peter, 12-13
Sexual harassment, 93-94
Signal

carriage rules, 281
must-carry; see must-carry rules
network nonduplication (network

exclusivity), 281
syndicated program exclusivity 

(syndex), 281
equivalents, distant, 282

Situational approach; see contingency
theory

Social factors, 25
Spins; see spots, bonus
Spots, 153, 186

bonus, 156-157
Station

Audience Report, 305
commercial broadcast, 15-16

departments, 15-16
organizational structure, 16-17

competing, strength or weakness of,
123

data, 164-165
Independence Program (SIP), 292,

296
representative, programming and the,

134-135
Stock market, 57
Strip programming, 125
Systems theory, 10-11, 27
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Taylor, Frederick W., 4, 10
Taxes, federal, state, and local, 48
Tease, 116
Technology, 26
Telecommunications (Telcom) Act of

1996, 32, 50, 136, 222, 225,
235-236, 254, 261, 282, 328,
334-335, 348, 362

Telephone, 46, 260, 272, 282, 284
automatic response units (ARUs), 

274
companies, 141-142

partnership, station, 147
services, 263, 277-278
voice-over Internet protocol (VOIP),

278
Television, 50, 105, 358

digital, 307
multicasting (extra spectrum), 

308
high-definition (HDTV), 223, 307
parental guidelines

TV-14 (parents strongly cautioned),
368

TV-FV (directed to older children—
fantasy violence), 367

TV-G (general audience), 367
TV-MA (mature audience only), 

368
TV-PG (parental guidance 

suggested), 367-368
TV-Y (all children), 367
TV-Y7 (directed to older children),

367
public, 289-309

case study, 323-324
satellite, with digital capability, 267
station

commercial, organization, 17
independent, 195
low-power (LPTV), 281
network-affiliated, 195
programming, 119-127, 143

factors, 123-125
independent stations, 119, 143
inventory, 125
local production, 122

capabilities, 125
networks, 119-120, 143

strategies, scheduling, 125-127, 143
syndicators, 120-122, 143

first-run, 120
off-network, 120

Television and Cable Factbook, 334, 337,
339

Television Bureau of Advertising 
(TVB), 55

Television Financial Report, 55
Television Programming Source Books

(published by Bib Channels),
120

TelevisionWeek magazine, 63
Theory X, 8-9
Theory Y, 9
Tiering, cable, 263, 267, 271-272, 273,

283
basic, 271

expanded, 272
limited, 271
requirement, 271-272

expanded service, 272
pricing, 274

Time
sales, 153-178, 275

rate card, 153-157, 186, 276
electronic, 153

radio station, 154
frequency, 153
grid, 153

television station, 155
spent listening (TSL), 116, 288, 

314-315, 317, 323
Total Audience Plan (TAP), 

154
Tradeouts; see barter transaction
Traffic

department, 16
manager, 16

Training of employees, 18-19
Tune-In Grants, 318
TV Parental Guidelines, 136
TV Station Deals & Financial

Databook, 55

Understanding Broadcast and Cable
Finances: A Handbook for 
the Non-Financial Manager,
349

ELECTRONIC MEDIA MANAGEMENT

414

Index_Pringle.qxd  2/17/06  8:55 PM  Page 414



Unions, trade, 80-86
contracts, 81-83
negotiations, 83-84
reasons for joining, 84-85
working with, 85-86

Utility companies, 282

Vendor support programs, 
186

direct, 156
reverse, 156

Video, 260
compression, 267
-on-demand (VOD), 43, 46, 260, 267,

270, 284
program distributors, multichannel,

analysis of, 283

Videocassette recorders (VCRs), 2, 
119

recording activity, 180
von Ladau, Philip F. (vice president and

general manager of
Marketron, Inc.), 126

Web sites, 211, 216-218
Webcasting, 216
Weber, Max, 6
Wicks Broadcast Solutions/CBSI, 

33
Writers Guild of America

East (WGAE), 81
West (WGAW), 81
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