MEDIA MANAGEMENT LECTURE TWELVE

Human Resource Management

Broadcast stations in the same market, with (:umpara])]c—: 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
r(-:spund:; to their individual needs, and pr{n-‘:ides them with a p]easant wiork-
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 1s p]agued l)}' low morale, constant turnover, and
a conbimung :strugg]e in the competitive broadcast mﬂr]cr—_‘l]:h]ace.

It has been observed that, “™WNo other element of the ])r{}adcasl‘ing enter-
prise can deliver as great a returmm on nvestment as its human resources.”!
Recognizing this, many large stations have established a human resources
departiment, headed by a manager or director. Working with the general man-
ager and other department heads, the deparh'nent is involved in the f{}]lnu'ing
functions: (1) staffing, including staff planning and the recruitment, selec-
tion, and dismissal of emplovees; (2) employee orientation. training, and
development: (3) employvee 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 funchons are handled by a number of dif-
ferent people. Tyvpically, department heads are largely responsible for the
managerment of El‘l‘l]:ll[]"i. ees in their respechve depdrtmenh They recommend
to the generdl manager depdrl'mentdl ‘:I.'.-:'I.H.'-l'l'lg levels, the h]nng 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 generﬂl Manager approves stafﬁng priorities, hiring:s and dismaissals,
and salaries and raises for employees in all departments. The general manag-
er monitors, also, the stabhon’s cumplian{:e with all appli{:ahle lavwes and regu-
lations and with trade union agreements. The business manager 1s charged
with maintaining employee records and processing the payroll.

THE FUNCTIONS OF HUMAN RESOURCE
MANAGEMENT

STAFFING

.Pfﬂl‘ll"ll.ﬂg To meet its objectives, a broadcast statbon must have an ade-
quate number of emplovees with approprate 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 dex'elnpment 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 desc riphion and set forth the mini-
mum qualifications necessary to function effectively. Tvpically, they
include a certain level of education and experience in similar work. Other
spet_lﬁr_dhuns VALY W ith the job.

Workload analysis is an estimate of the type and amount of work that must
be perfurmed 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
ana]}-‘sis shows that some do, a selection may be made ATNONE them. If not,
the station probably will seek a qualified candidate outside.?

To illustrate the personnel planning procedure, assume that a television sta-
tion intends to E\'l'.l.':ll‘l[_] its earh—etenlng newscast from 30 minutes to 1 hour.
The workload dl‘l:illi."\]‘s Il'ltlll'_di't“. ATNOTYE other thlngs 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 re:.p{}nsi])i]ities mclude writing and
reporting for both the early and late newscasts. The job descriptiun 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 NEeCcessary, encouraging them to applv Many
stations have a P[]]]{_"i of f'lllng vacant ]{:rl:n with current Ernp][n ees, whenev-
er pusuﬂ)]e Such a p-ullu. can he]p build morale among all t‘l‘l‘lp][]"i rees, since
it shows management’s concern for the individual and suggests that evervone
will have an opportunity for advancement. From the station’s standpuint, the
practice is advantageuus because management knows its emp]{r}-‘ees and their
abilities. In addition, the Emp]u}'et-_' is accustomed to wurking 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
adw antages d]'.ipl."i

When recruittment takes ]'_I]d{_t‘ E\‘[‘t‘l‘l‘ld"\ the Pdl‘[]f_l_'lldl' VACATICY will sug-
gest the most likely sources of applicants. Stations and groups uaualh post all
vacancies on their Web site. Some stations supplement their online postings
with advertisements in the local newspaper, especially for clerical positions.
Adverbsements in national trade magazines — BGC Broadcasting & Cable and
TelevisionWeek, for example —may attract the attention of potential employvees
In a range of Pl’()fe&h]()l‘ld] areas. Publications and Web sites of trade and prﬂfex—
sional organizations, such as the WNational Association of Broadcasters and
state hr«:)adcasting associabions, are another means of puh]icizing job Openings.
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Veb-only sites are an additional option. They include Radio Online
(hl‘l‘p Hhwww.radio-online.com) for radio and Broadcast Employment Services
(http:/fvww.tvjobs.com) for television. Both sites offer postings at no charge to
stations. Vacancies in radio and television may be advertised at
hﬂ'p:f.n"u—'u.-‘u.-‘.T‘l.—'andRadiuiuhs_cum, which charges a |i.~;ting fee.

Station consultants may be he]pfu] in suggesting candidates for positions,
since they are familiar with emplovees 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 fulltime vacancy.

M g{}nd source of appllLanh parhtularh for entn—]ex el puuhnnn is the
two-vear college or university, especially if it has a broadcasting or communi-
cation department. Many stations in college and university towns conduct
lnternshlp programs w qth such institutions and are able to lll'_ll:‘l'l‘l'li:} pﬂi’entldl
Empln}'ees L]uring the inh—:rnship_ 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 g[aduates and
will alert those with appropriate qualiﬁcatiuns_ If the office distributes a regu-
lar listing of positions to interested alumni, an even larger number of poten-
tial applit_‘ants will be reached.

Vord of actual or anticipated vacancies spreads quickly through most sta-
tions. It is common, therefore, for emplovees to carry out informal recruiting
bv notifying friends and acquaintances. Additionally, many stations ask
Empluyees to suggest p{:{}ple who may be interested.

Maost radio and television stations ket-_'p a file of Inquiries about pns:;ible
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 ITuiry. (]ln'iuus]}-‘, the value of the file diminishes with the pas-
sage of ime as those making the inquiry find other employment, and many
stations remove from the file applicatiuns 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 qual:iﬁr_'d appli{:antx
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
m 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-
pl‘l(lne number, as well as details of the position S{Jught, 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 |Ega] authoriza-
tion to work 1 the United States and criminal record. In addition, it states the
stabhon’s pulic;’ on nondiscrimination in empl[l}'ment, which will be discussed
later
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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. ancesiry.,
national origin, or disabilities or any other classification protected by applicable state or local laws.
Feasonable accommaodations for the needs of otherwise gualified applicants with disabilities will be
made upon request. NMOTICE TO APPLICANTS WITH DISABILITIES: Please advise if vou
need assistance in completing this form or need an alternate form. If you believe that yvou 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 Egqual Employment Opportunity Commissionh.

PERSONAL INFORMATIOM:

1. MNamme:

2. Social Security MNumber:

3. Phone Number:

4. Date of Application:

5. Present Address:
Ciry: State: Fipe

6. Specific position for which you are applyimg:

7. Salary desired:

B. Date you can start: Are you 18 yvears or older?

9. What is your availability to work? Full-Time Part-Time
Days Mights Weekends

10, Do vou hold a current FOC license? Yes No

If yes, issue date:

11. Have you ever been emploved by or applied for employvment with Hometown Broadcasting
Company or this station? Yes Mo
If' =0, please state when., where, and what position held:

12, At tinme of hire, will yvou be able to demonstrate that you are legally authorized to work in the
Umnited States? Yes Mo

13. Can you perform the essential functions for which you are applving., with or without reason-
able accommodation? Yes Mo

14. Have vou 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 disgqualification from
employrment. Yes Mo

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

EMPLOYMENT EXPERIENCE: Please list your last three emplovers, starting with your current
Or MOoSt recent position.

1. Company MName:

2. Address:

FIGURE 3.1 Sample of an application for employment in a broadcast station.
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State:

3. Position Title:

i

Starting Salary:

Starting Dape:

7. Reason for leaving:

Ending Salary:

Leaving Date:

Supervisor's Mame:

1. Company MName:

If currently employed, may we contact your employer?

Yes

2. Address:

Citye: Stane:

3. Position Title:

Fipe:

Starting Salary:

Starting Date:

7. Reason for leaving:

Ending Salary:

Leaving Date:

Supervisor's Name:

Company Name:

2. Address:

City: Strate:

3. Position Title:

Fipe:

Starting Salary:

Starting Date:

7. Reason for leaving:

Ending Salary:

Leaving Date:

Supervisor's Name:

have known for at least one vear.

1. Name & Business Relationship:

REFEREMNCES: Please list three people, other than relatives or previous employers,

2. Address:

lad

Phone Number:

Mame & Business Relationship:

2. Address:

3. Phone Mumber:

MName & Business Relationship:

2. Address:

3. Phone NMumber:

whotr you

FIGURE 3.1 Continued.
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EDUCATIOMN:
Narme & Location Course Stwdyvl Degree Dl vou grrardlare?
High School

College

CGiraduate

Apprentice, Business or

Vocational School
Please list any other licenses, certiflicates, 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 nol contain any falsifications, omissions, or concealments of material fact. I understand that
amy false statements or material omissions will be sufficient cause for rejection of my application or,
if I have been hired, will be cause for discharnze.

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

1. Applicant’s Signature:

2. Date of Application:

FIGURE 3.1 Continuved.

The station may ask app]icants to take a test to prove that the:_r 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 entrv-level positions in the newsroom.

Applicants for many positions prefer to provide the station with a résumé,
in addition to or instead of a ct)mplei‘et] 3pp]ir_‘ati{1n form. The résumé permits
the person ::i-_'e]-:ing emplu}-‘ment to Emphasize qualiﬁr_‘atiuns and to pr{n-'ide
more details than most application forms can accommodate.

For on-air positions, the station usually asks applicants for an air check or
tape containing exa mples of their work. In radio, the aim is to identify persons
whose voice and :;t}-']e match station format, or whose news L]t"li”l."t"]’}.—' COTn-
mands credibility. In addition to considering voice, the television station is
interested in physical appearance and manner of presentation.

[.T:;ing the Emplu}ment applicatinn 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 qualiﬁcatiuns_ The process of elimina-
tiomn 11511:1][}' continues until unl}' 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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:tpplicants seek to present their education, experience, and skills in the
most favorable light Most list accumplishments of which they are pr[:lud and
ignore their shurtcumings_ 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 diﬂp—ﬂst‘d favorably to the applicani‘.

Checking on the education of applicants usually 1s not difficult. A tele-
phune call, fax, or letter to a school, cu]leg{:, or umiversity can pruduce the
required mformation.

The work experience check sometimes presents problems, especially if the
applicant has held jobs with several stations over a number of vears. However,
the stations” personnel files should contain records of the candidate’s job titles
and rEEP(Jl'I&lblI]tIEh Emp'{n ment dates, and sa]an

Many stations trv to obtain from prev 1015 ElT.I]'.II[]"i ers details of the dp‘PIl—
cant’s (.IIJd.]lt} of “urk, dhll:lt} to get a]ung with f_u“Edgues and SUPEerLors,
sl‘rength:; and weaknesses, and the reason for ]eaving_ It is not unusual to dis-
cover that managers under whom applicants have worked at other jobs have
moved 1 the meantime. When this happens, perseverance 1is required to
track down the manager and, in the event of failure, to find others who
remember the 3pp]icant and are wi]l:ing i respund to gquestions.

D]Jtaining responses 1s cdifficult for another reason: the increasing inci-
dence of legal actions by persons receiving negative recommendations. For
that reason, it 1s not unusual for Emplu}'ers to pr{n—'ide only confirmation of a
former emplovee’s dates of emplovment, job title, and responsibilities.

If the applicant has a job, questions mayv be posed to the current emplover.
But stations usua]h' do so unlt with the EI]'_I]'.I-H}‘L'J.] of the appli{_ani’ Permmssion
of the d.P]‘.IIlLdT]t 1% n-_'ql.nred dl‘s{} if the station ]‘.I]d.l‘l‘- to carry out a credit check.
This Pl'd[_l'l{_f_' 15 not w |despread bt many stations conduct such a check on
prospechive empl{nees whose job will entail the hdnd]lng of money.

Checks with the references listed by the EI]'.IF!]IL&'I'.It uuualh concentrate on
the circumstances thrnugh which the reference and the app]u_dnt are
df.ql]ﬂll'li’l’-_‘l'_], and on per.s{:rn:a] and, whenever approprnate, pruﬂeamnndl
sl‘rength*; and weaknesses about which the reference can pnn'ir]e information.

If the |:|a{_]-:gruund and reference checks support the staton’s prel]m]ndn
conclusions about the dppl](.ﬂl‘li’h qudllFLdtluns an interview will be sched-
uled. Of all the steps mvolved in the selection process, none 1% Tnore 1mp{1r—
tant than the interview. The station will use the results to make a hiring deci-
sion. A g{:{}d choice of candidate will add to the station’s competitive :;trength_
A poor choice may lead to a decision to dismiss the chosen candidate after
only a short period of employment, leading to vet another search with its
attenndant f.—:xp{'nditur«es of hme, money, and effort.

Interviews are ime-consuming for station employvees who will be involved
and may be costly for the station if the interviewees live in distant cities and
the stathon meets the EXPETISeS of travel, meals, and accommodation.
However, while applit_‘ati{}n forms, tests, résumés, air checks or tapes, and
bar_'kgrﬂund and reference checks }-‘ie]d a lot of information about 3pp|icants
and their qualificati{}ns, {11‘1]}-‘ a face-to-face interview can pr{n-'ide insights into
those pfn;unal characteristics that often make the difference between success
and failure on the job.
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The interview gn es the station the {1ppurtun:lh to make a determination
about the apph{_dnt 5 &Ultdbl]]h based on observation of factors such as
appearance, ImMANNers, pers{}naht}, motvation, and communication abilities.
The applicant's awareness of commercial bruat]ca:;ting'ﬂ Phi][lﬁﬂpl‘l‘_\.’, prac-
tices, and prﬂblems, and their atbhtudes toward them also may be gleaned
from responses to questiuns_ In addition, conclusions may be drawn about the
applicant’s ability to fit into the station.

Inten-'ie“-'ing pr{}cedures vary. Some stations prefer an unstructured, free-
wheeling app[{}ach, while others follow a structured and formal method. The
g{-:nera] Manager may take part or mereh' approve or di*;appnn’e the hiring
recommendation. In some stations, {}l'll"i. the head of the depdrtrnent in which
the vacancy exists PdTi‘lLlPdi’f_"'a 111 {ﬂ'hen the heads of all r]epartrn{-:nh mayv be
imvolved. Some stations include staff in the interview 1ng_

Whatever pr{u_‘edure is followed, the prin{:ipal 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 qua]iftatiun*: or clarification of information contained on
the EI]'_IP]lLdt]()H form or résumé. The interviewer may w 1ish to prowv ide the
dpplll’.dnt with '&F!E(_lf-{_ information about the station and the job to be filled.
But such E!\.Ll‘ldl‘lgt‘s of information should be used {]l‘l]‘_\. as a means of hcltlbf}—
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 Fu“}-‘ farmhiar wath the r{:spﬂnsil)iliﬁes of the position to be
filled and the education, experience, and skills necessary to carry
them out. This wall permit an understanding of what will be required
of the new ernplu}-‘ee, and of the relative irnpu[iant_‘e of education,
experience, and skills.

[~d

Review the candidate’s 3pp]icatinn form or résumé and, ifapprupriate,
test results and air check or tape. Thas will help to assess the candi-
date’s qua]ificatiunﬁ and suggest pus:;ible questions for the interview.
3. Confirm the date and time of the interview and ensure that enuugh
time has been allowed for it.

4. Give instructions that the imterview must not be inh—:rmpt&d b}-‘ other
staff or by te]ephun{-: 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
dangeruu:; if they suggest discrimination based on age, sex, or n—:ligi{}n,
for example.
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3. Cave the imterviewee an opportunity to ::pt-ak_ at some ]f:ngth and to
answer questions fully. One method of doing this is to pose open-
ended que:itiuns_ If MNeCessary, press the candidate with ﬁ}“uw—up ues-
tions to obtaim addittonal information.

4. Listen to the responses to the queshions. Some inmterviewers prefer to
make written notes L]uring the interview, thnugh this can be disturb-
ing for an interviewee who is requirf:d 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 respunsibi]iﬁes, u.-'url;ing hours, salary, and Fringt- benefits,
and of the station’s orgamzation, gual:c, 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 prov 1-r_1|ng
all the information a Ldndlddtt‘ requlres 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. Termunate the interview pulite]*_v. One way to end 1s to advise the can-
didate when a decision on ﬁ]]ing the position will be made.

9. Ensure that the candidate 1s shown to the next 3ppuinl‘rnent on the
schedule. If the mterview 1s the final appointment, arrange for the
candidate to be accnmpanied to the exat.

AFTER THE INTERVIEW  Record the results of the interview immedi-
atr-_'l}'_ Some stations use an evaluation form that lists the qualiﬁcaﬁ{}ns for the
job and permits the interviewer to gra(]e each candidate on a scale from
“poor” to “outstanding”™ on each. Other stations ask the interviewer to prepare
a written memorandoam ASSESSING the candidate’s 5trengl‘h5 and weaknesses.
When interviews with all candidates have been {:ump]el‘ed, the memoranda
are used in making a recommendation.

Oral evaluations are not satisfactory, since they leave a gap in the station’s
Emp]tl}ment records. This leads to pruh]i—:ms 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-
t]]dah—:s a ]{}b offer should be made pr{)rnpth A telephune call will establish
if the Ldelddi’E is still available and 1nterestet_| and if the offer 1s 3{_1:epta])]e

To ensure that the station’s records are {_{Jmp]ete, and to avoid misunder-
standings, a written offer of employment should be mailed, with a copyw.
-"'Lmung other information, it should include the title and re*ipunsihilitie's of
the position, salary, fringe benefits, and the starting date and time. If it is
d{_r_eptab]e it ahﬂu]d be ulgned and dated b‘l. the new Emp]tn ee and returned
to the station, where it will become part of the f.-:-rnplu}ee 5 penunnt‘l file. The
COpPY should be retained by the El‘l‘]]‘.l-]{)"_'..-"E'E_
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A letter should be mailed to the unsuccessful candidates, also. advising
them of the outcome. Theg.—' 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-
img activities to ‘hdtl‘hf‘i. FCC requirements, discussed later The documentation
may be useful in 1r_lenhﬂ ing effective procedures, and it may be necessary to
satisfy Imngquires about, or {:ha]leng{:h to, the station’s {:mp]u} ment practices.

Dismissals Staff turmover is a normal experient_‘e for all broadcast stations.
It is a continuing problem for stations in small markets, where manv 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 usual lj' takes place without hard feelings on the part of eitther man-
agement or empl{;}-'ee_

Another kind of staff turnover 1s 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 p{:rsunalit}' is invalved, the station may
hear from the andience.

Of course, some dismissals do not reflect 1ll on affected emplu}fees_
Changes in stathon a:m-'ner:chip, the format of a radio station. or l{}ca“}-‘ pro-
duced programming at a television station may result in the termination of
SOTTIE emp]ﬂ}-‘ees_ 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 f:mp]{]r}-'ee':s work or
behavior. WMo station can tolerate very ]ung a staff member who fails to carry
out aﬁsigned r{:‘ipﬂnsi])iliﬁt:*; satisfactorily. Nor can a staton continue to
El‘l‘l]‘.ll[l"i someone who is lazy, unreliable, uncooperative, unw llllng to accept
or follow instructions, or whose work is adversely affected by reliance on
abuse of alcohol or drug:m_

This 1s not to suggest that management should stand b}-‘ id]}-‘ while an
emplovee moves inevitably toward dismissal. Several steps mav be taken to
avold such an outcome. For Ehdmp]t" a depdrl'ment head shnuld p{}lnt ot
unsatisfactory work immediately and suggest ways to improve. The emplovee
should be warnmed in wrihing that failure to unprove could lead to distmissal. A
copy of the warning should be p]aced in the emplu}-'ee's file.

Similarly, the supervisor’s awareness of the employee’s inability or unwill-
mgness to act in accordance with station pulir:ies should be ])rﬂught to the
attention of the noncomplying staff member. Action should be taken when
the behavior is observed or repu[ted since tulerahng it maw sugoest that 1t 1s
dLLEPtEbIE If the station has a written pﬂ]l{:x against the behdx 1or, it should
be sufficient to draw the employee’s attention to it. Again, it would be wise to
write an 3pprﬂpriale memorandum to the empl{}}-‘ee and to place a copwv in
the employee’s file. The memorandum should indicate clearly that continua-
tion of the behavior may result in dismissal.

h-'lanagement actions of this kind may not lead to impr{n—'ement O COTTEC-
tion, but they will eliminate the element of surprise from a dismissal decision,
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arnd thE}-' will show that the stahhon has taken reasonable steps to deal fair]‘_'.—'
with the ernph:r}-'ee_

If an emp]{l}-‘ee is to be distmissed, the way in which the decision 1s reached
is important. So, too, is the way in which it is carried out, since it is certain to
pr{}duce a reaction from other Ernp]u}'ees_ The most important reason for cau-
tion, however, 1s federal and state Iegislatiun_

Attornev John B. Phillips, Jr., has prepared a set of guidelines for manage-
ment to follow before di*«r_hdrging an emp]cnee 3 First, he recommends a
review of the emp](n ee handbook to make sure that the station managerment
has L(HTI]'_I]]E'ILI. with all PF(IL{:'LI.LITE'E identified therein. That review should be
followed by a review of the Emp]u} ee’s pemunnel file to determine if the doc-
umentation contained in it is sufficient to warrant the termination. It should
show, for examp]e, that the Emp]uyee has been advised of the pmisibi]:it}' of dis-
missal and has had arnple opportunity to correct any pr{}blems or failures to
perfnnn as require

Mext, managers should evaluate the p{mﬁihi]it}-‘ of a discrimination or

described later in the chapter The ﬁ}l]uwing are amﬂng t].'li':" questions that
should be considered:

* How old is the emplovee?

* [s the empl{}}-'ee pregnant?

& How many minority emp]{l}-‘ees remain with the station?

= Does the t‘l‘l‘lPI.{J-}"-EE' have a disability?

* Who will replace the employee?

s How lung has the Emp]{]}-‘ee been with the station?

* Does the documentation in the file support termination?
* Was the emplovee hired away from a long-time employer?

& Has the emplu}-'ee recent]}-' filed a workers’ compensabion claim or any
other tvpe of claim with a federal or state agenc}-‘?

& [Has the reason for termunation been used to terminate Emp][]}'er_'s in the
past?
Phi]]ips lists other questions that may have lega] imp]icatiﬂns but that are pri-
rnari]‘_'.-' practica] in nature:
* If the termination is challenged, can the station afford adverse publicity?
* To what extent has the station failed the emplovee?

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

* Is the emplovee the kind of person who is likely to “fight back” or file

sut?

= What impact would termination have on Empl{}}'ee morale and ernp]{]r}-'er
credibility? What about failure to terminate?
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Has the immediate supervisor had problems with other emplovees in

the depa rtment?

Does the emplovee have potential for success in a different department?

Are there nonwork-related pru]:-]ems that have created or added to the

EmP][]_"@.'EE'S prul)]em:; at 1\.—'{}[1{?

Has the emplovee 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, thas

should not be viewed as a substitute for seeking ]Egal advice if pr{}hlems are

antici pai'ed_

If it is determined that dismissal is appropriate, Phi]]ips suggests a termina-

tion conference with the emplovee. He offers the following guidelines:

1.
2.

9.
10.
11.

Two station rEpresentatives should be present in most cases.

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

Explain the decision briefly and clearly. Do not engage in argument
Or cuunse]ing, and do not fail to exp]a:in the termination.

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

Let the EI‘.I'.I.PI{J}-'E{:' have an opportunity to 5peak, and Pav close atten-
tion to what is said.

Be careful about what vou say, since anyvthing said during the termi-
nation conference can become part of the basis of a 51_1|J-ser_|uent
emp]{]}-‘ee claim or lawsuit. In other words, do not make reference to
the emplovee’s sex, age, race, religion, or disability or to anvthing else
that could be considered discriminatory.

Review the Empl(l}"rnent history briefly, commentng on SPEL‘iﬁL‘ pr«:)b—

lems that have occurred and the station's attempts to correct them.

. Try to obtain the emplu}-'t:e':; agrecrment that he or she has had prﬂb—

lems on the job or that job perﬁ:rman{:e has not been satisfactory.
Take notes.
Be as courteous to the emp](r_'.-'ee as pm;si]:-]e.

Remember that you are not tving to win a lawsuit; yvou are trying to

prevent one.*

What the ernp]u}'ee was told and what the Ernp][]}'ee said should be includ-

ed in the documentation of the conference, and it should be signed by all

emplover representatives in attendance.
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ORIENTATION, TRAINING, AND DEVELOPMENT

All newly ernpl{}}-'ed staff are new even if they have already worked in a radio
or television station. They are with new people iIn a new operation.
:"L{:L‘ﬂrding]}-‘, they should be introduced to other emplu}-'ee:; and to the station,
a process known as orentation.

The introduction to other staff members may be accnmplished thr{}ugh
visits to the wvarious depdrtments dLLUl‘I‘IPEl‘IiEd by a SUPETIOT OT depdrtment
head. Such visits permuit the new El'l'.l]'.ll(}‘\. ee to meet and spe&l‘: with {:ul]eaguen
and to dt"l.elup an understdndlng of who does what. Some stations =le] further
and require newcomers to spend several hours or days observi ng the work of
persunne] in each department_

An Empl()}"ft‘ handbook de::ignet] for all staff often is used to introduce the
new emplovee to the station. Typically, it includes information on the sta-
tHon's orgamzahion; its p{}]i{:ies, prﬂt_‘edures, and rules: and details of empl{}}-'—
ee benefit prograrms and upp{}rtunities tor advancement. ﬁimung the itemns
usually covered in the section on pu|ici{-:5, pr{}cedurﬂ:, and rules are the fol-
](m-'ing: “'{}rking hours, absenteeism, persuna] appearance and conduct, salary
inmcreases, overbime, pav schedule, leaves of absence, outside Empln}ment,
and di*;cipline an grievance prucedures Information on Empltn'ee benefits
rrughi' include details of insurance and PENSION Programs, holidays and vaca-
tions, prt]ft—xharlng plans stock pur{.hdse uph{rnn and reimbursement for
educational expenses.

One of the major purposes of an Emplu}'ee handbook is to ensure that all
staff are familiar with the re:;pnnsi])ilities and rewards of Empl(l}ment, there-
by rf:duc:ing the risk of miﬁunderﬁtandings that could lead to diﬁcipline or dis-
rmussal. It 1s lmpurtdnt therefore, that the empl(n ree read 1t and have an oppor-
tunity to seek clartfication or additional details.

Training is necessary for a new empl{nee who has limited or no exper-
ence. Often, it is necessary for an existing empltn ee who moves to a different
job in the station. Training is also n-_'qu:lred when new equipment or proce-
dures are mmtroduced.

Closely allied to training is Emplu}'et-_' development. Many stations believe
that the existing staff 1s the best source of persunnel to fill vacated positions.
However, it will be a g{)ud SOUTCEe unl‘_'.-' if empl{;}-‘ees are given an opportunity
to gain the kn{}ﬁ'ledge and skills requiret_l to carry out the job.

A successful dex—-elﬂpment program results in more pr{)ﬁcient empluyee:;
and, in turn, a more competitive station. Workshops and seminars are fre-
quent vehicles for El’l‘lPl(J‘_‘.—'EE dex-'[-_']nprrlent_ I‘\.-'Ian}' stations encourage atten-
dance at pr«:)fessiunal meetings and conventions, as well as enrollment in
L‘ul]ege COUTSes.

However, pr{}l]al]l}-‘ the most fundamental part of a l]ex'e]nprnent program
15 2 regular appraisal SES510T11 L]uring which the depariment head reviews the
Empl(l}'ee's performance. The f(ll]«:m—'ing are among the functions that may be
evaluated:

* attendance and punctuality

& commitment to task
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= mtiative

* knowledge of company policies and procedures
* professional appearance

* guality and gquantity of work

- :;pn]cen and written communication

& teamwork and interaction with others

\’ETSHti]it}f

Many stations use a performance review form with a grading scale. After
grading all factors, the department head invites the emplovee to sign the form
and indicate agreement or disagr{:ement_ In the event of disagreement, the
Ernp]u;'ee may appeal the evaluation to the genera] manager. One copy of the
form is retained by the ernplu}-‘ee and a second is p]aced in the Emp]{)‘}-'l-_‘{:".‘i
personnel file.

Performance reviews should enable employer and employee to exchange
job-related information candidly and regularly. In addibon to providing an
opportunity to identify Emp]u}'ee shengl'hs, 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 (MBQO), enunciated by Peter
Drucker in The Practice of Management. Designed as a means of trdn*.latlng
an (Jrganlzdhuna g{}d].& into individual {]b](—_"t_tl\.l—_‘.‘s, it involves depa[tmentd]
MAanagers and subordinates, jointly, in the establishment of specific objectives
for the subordinate and in pt*riut]ic review of the cli-_'gree of success attained.
At the end of each review session, objectives are set for the next periud, which
may run for several months or an entire year.

The MBQO approach offers many advantages. It can lead to improved plan-
ning and coordination ihr{}ugh the clarification of each individual’s role and
rt-:q:lunsi])ilitie::, and the integration of Emp](l}-‘ees' gual:; 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 ernpl{}}-‘ees by in1.-'u]1.-'ir|g them in the formula-
tion of their objectives.

Howewver, if the practice 1s to be successful, objectives must be attainable,
quantifiable, placed in priority order, and address results rather than activities.
Furthermore, rewards must be tied to perfurmance. 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 empl{}}-‘ees_ So, too, are u'{}rking conditions that
permit them to perform their job effectively and efficiently. The station that




MEDIA MANAGEMENT LECTURE TWELVE

recognizes and rewards individual emplovee contributions and achievements
will make emplovees 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-
I wage and overtime compensation. It si‘ipulates that ernplu}-'ees 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 regu]ai’iuns execubtive,
administrative, and professional employees and outside salespeople, or those
who sell away from the station. Small market stations also may exempt from
overtime regu]at:iﬂn:i announcers, news editors, and chief engineers.

As the major part of Emp]n}'ees' cnmpensatiun pal_‘kage, salaries must be
fair and compehtive. They must recognize each emp]uyee’s worth and must
not fall behind those paid by other employers for similar work in the same
commumnity. A perception of unfairness or lack of competitiveness may lead to
staff morale pr{}hlems and turnover.

Many stations pay bonuses to all emplovees. A Christimas 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 emp]u}-'ee's feelings of being rewarded.

Financial compensation for sales persnnne] differs from that of other staff
and will be discussed

Benefits Fringe benefits pru\'ide an additional form of financial COTNPET-
sation. Benefit programs vary from station to station and market to market.
Some benefits cover Emp]tn ees only, while others include dependents The
cost of benefits may be borne i'{:-talh ]n the station or |:n both the station and
the ernp]u; ee.

The National Association of Broadcasters (NAB) conducts an annual sur-
vey of television employvee compensation and fringe benefits. It lists the fol-
]a:m-'ing benefit programs:

Health benefits: Hospitalization, surgical, and major medical insurance
coverage for both emplu}-‘ee:; and their dependents_ Most stations share the
cost with the ernp]uyee_

HMO- Emp]«:r}-‘ee and dependent participation in a health maintenance
organization. Again, the cost typically is shared.

Dental: Available to ernplu}'ees and dependentx on a cusi'—sharing basis.
Vision: Offered to emplovees 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 pr{n—'ided for ernpluyees only and fully paid
for b}-‘ the emp]{}}fer_

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 ernp](]}'ee may defer taxation on income by r]iverﬂng a
portion of income into a retirement plan_ In most stations nffering the
plan, contributions are made by both the El'l'l]'.l][lj.'t‘T and the ernplu}-'ee.

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

This list 15 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 emplovees through

a pr{}fit—sharing p]an_ The amount of the pavment usually is determined by
the emp]u}'«ee’s ]ength of service and current salary.

Employee stock option plan: This benefit offers an opportunity for an
emplovee 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 emplovee’s thrift plan (savings)
account 1n some pr{)p{)rl‘iun to pavments made l)‘_'.-' the Emp]n}'ee.

Legal services: The emplover usually pays the full cost for services result-
ing from job-related ]ega] achons.

_fur}! dut}f: To ensure that Emp]«:r}-‘ees on jury dui}-‘ do not suffer finan{:ia]l}',
stations make up the difference between the amount paid for jury service
and regu]ar salary.

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

Good ﬁ'{}rking conditions and a fair, competitive salary and f[inge benefits
program contribute much to an ernplﬂ'_'.-'ee’s athitude toward work and the
Emp]u}-'er_ However, a pleasant wﬂr]cing 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 qui{:l; to criticize and slow to praise. In addition, ﬁ'inge benefits will not
be enough to make up for a station’s failure to provide satisfactory working con-

ditions or salanes.
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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 Emp]{n ee accidents and illnesses, both of which deprne the
station of the services of pers{]nnne] and cause inconvenience ancd p{m:.]l:lh
added costs for the errlpl[n er.

There 1s another |r1'|pﬂrl.11‘1t reason for prutet_hng the sdfeh and health of
staff. Under the terms of the Occupational Safety and Health Act of 1970, an
Empltn er 1s resp{:rnslble for ensuring that the w (Jr]cplaf_e is free from recog-
nized hazards that are CAUSITE, O are likely to cause, death or serious pht 51-
cal harm to empl{nf:es Many states have similar requirements. The act estab-
lished the Occupational Safety and Health Administration (OSHA), which
has pr{}r]uced large body of g1_11-|:1el|nes and regu]dtluns Many deal with spe-
cific prﬂfessiuns, but a ‘slgl'llﬁ{_dl'l‘l' number appl} to business and industry in
general, including l)r{}adcasting_

Among general OSHA requirements imposed on all emplovers are the
f(]]](m—'ing:

* to provide potable water and adequate toilet facilities
* to maintain in a drv condition, so far as practicable, every workroom

* {0 kf_‘E'P- EVETY ﬂ{}[]T, ‘ﬁ'{Jl']Cil'lg PI.HCE', EIl'ILI Passagceway fl't‘-t‘ 'FI'[]I'.I'.[ prﬂi‘ruding
nails, h'l:llil'li'ﬂ'l's, ]{}[].‘it‘ ]J[]EI['LI.S, F:'tl'ld UnNmnecCessary I.'I[]IES Ell'lllll. {1pening.~:

* 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 ]‘.II::IL‘E of
emplovment in a sanitary condition

& to pr{ﬂ.-‘id[-_' sufficient exits to permit the prompt escape of occupants in
case of fire or other EIMEergency

Some requirements are designed to protect emplovees who work closely with
electrical power, heav}-' equipment, and tall structures, such as transmitter
towers.

Even conscientious adherence to OSHA regulations does not guarantee an
accidentfree w Ur]cplace If an emp]«:n'ee dies as a result of a work-related 1nci-
dent, or if three or more employees have to be hospitalized, OSHA requires
that the empl{ner report the ﬂltallh Or h{}spltdllzahnn within t-Jght hours to
its nearest area office.

Obviously, the station cannot accept total responsibility for the safety and
health of staff. E.mp](n'ee's have an uhligatiun to take care of them*;e]re*: and
the 1970 act requires them to L{Jmph with safety and health standards and
regulahuns However, the station should take the lead in Mtl“sﬁ g 3ppr{1pn—
ate gl]ldellnes and reguldhnns, reql_urlng staff to do likewn 156, and in sel’hng an
Ex.ample of prudent safet}' and health practicf::: for f:mp](r}-'(:{:ﬁ to follow.

EMPLOYEE RELATIONS

Em |[]"i. ees differ in their aspirations. Some may be content in their current
P P
job, w hl]e others may be striv lng for new rexpunulnht]eu thrﬂugh prﬂmﬂhun 111
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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 emp]{n ees share the need to feel that thE\ are important, that
i‘l‘ll’-_“l.- are rnd]clng a valuable contribution to the station, and that their efforts
are dppn—:c]dted_ J-iLl_urdlng]}, the T{fldtl{]nhhlp between management and staff
15 important.

Good empl{n‘ee relations are characterized ]:H.' mutual underﬁtdnding and
respect between Emp]{ner and ernpl{:ﬂ,ee Tl‘ll’:"l.- grow ot of mandgementu
manifest concern for the needs of individual staff members and the existence
of channels thr{n]gh which that concern Imay be communicated.

Much of the daily communication AMOong staff is carried out informally in
casual conversations in hallways, the ]uunge or the lunchroom. Its informal-
1ty should not belie its pnt{:ntld], for either g{}ud or ill. More rumors pr{}hah]}
have started over a cup of coffee than an}-'where else.

Managers should use the informality offered by a chance encounter with
an El‘l‘.l]'.l][]j'f_‘t‘ ti di:ip]a}-‘ those human traits of interest and carng that I'.I(:'IP set
the tone for Emp]{l}-‘er—emp]{l}-‘ee relations. A smile, a friendly greehing, 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 atm{mpher«e of
cooperation and build the kind of morale necessary if the station is to obtain
from all f.-:rnp]u;'f:es their best efforts.

Informal commmunication 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 emp]{:r}-'ee uﬂ:ering cnngratulatiuns 011 Aan a{:r_'ﬂrnplish—
ment, or a memorandum pusted on the bulletin board thanking the entire
staff for a successful ratings book, are examp]es.

MMany stations communicate on a regular basis thruugh a newsletter or
magazine. Such puhlicati[]ns often are a combination of what emp]u}-‘ees
want to know and what managernent believes they need to know. They want
to know about their {:u]]eague:;_ Anniversaries, marriages, births, hobbies, traw-
els, and achievements find their way into most newsletters. Emp]u}'ees also
are interested in station plans that may affect them.

Often, Emp]u}-‘f:e information needs are not rf:{:ugnizer_l 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 h‘:l]:ing staff
members what they need to know by not only announcing but explaining poli-
cies and prncedures, reporting on progress tonvard station objectives, and clar-
ifving anyv 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 per&:una] reasons, to advertise
a car for sale or to seek a babysitter, for f::s:.arnple_

To a ]argr_' extent, memoranda, newsletters, and bulletin boards reflect
management’s perceptions of emp]{r_'.-'ee information wants and needs. The
ideas and concerns of nonmanagement staff are more likely to be e:q:rressed
orally, to f:ulleagues an SUPETIOTrS. Regu]ar departmenta] meetings pr{n-':ide a
means of airing emp]{r}-‘ee attitudes.
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When concerns are of a prix-'ate nature, most ernplu}-'ee:-; are reluctant to
raise them n front of their cul]eagues. Rer_‘ﬂgnizing this, many department
heads and general Managers have an ﬂpen—r]{mr pu]ir:j.' so that staff may have
immediate access to a sensitive and confidential ear.

The perceptions of emp]u}fees often are valuable, not only in enal:]ing
management to be apprised of their feelingﬁ, but in bringing about desirable
L‘hanges. Suggestions should be solicited from staff. Some stations go fur-
ther and install suggestion boxes, awarding prizes for ideas that the station
implemenb;-

Because of the interdepenrlence of Emp]{:r}-'ees and the need for teamwork,
many stabions encourage a cooperative ai‘mn:-.]:lhere thmug]] recreational and
social programs. Station sports teams, staff, and famil}-' outings to concerts, p]a}-':;,
and sports events, and picnics and parties are examp]es of activities that can he]p
Llex-'elup and maintain a united commitment to the station and its objectives.






