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Chapter Ten

MEDIA MANAGEMENT: AN OVERVIEW

By
OGEITEN BRICKINS OGBEMI

INTRODUCTION

When was the last time you spent 24 hours without the media? , asked Biaga
- (2005). From the moment you get up in the morning until the time you go to bed
P at night, the media are waiting to keep you company. This underscores the
importance of thga mass media in our lives. A lot of people are in the employment
of media organisations, there are some people investing in media business.

Media is now a big business and for any business to succeed it has to be well
managed.

Many people, including Utomi (1994) make the mistake of assuming that
businesses are just organisation set up to maximize profit in the production and
exchange of values for the owners. Most of them neglect the salient point that
modern businesses have as one of their primary objectives, “as continuing to be
in pusiness” which does not just involve making profit. One of the things that can
prevent a company from continuing to remain in business is bad management.

In the preSent day fast moving business world, organisations are constantly
. evolving, and the role of the modern business manager is bgcomlng ever more
- diversed. The majority of organisations have undergone radical changes, often
' Prompted by economic pressures and the twin demand_s of increased efficiency
and productivity, and also by information technology V\_/hlch has enabled tasks to
be carried out in seconds rather than day. Organisations are most often _under
Pressure to deliver better and quality results and managers are naturally in the

firing line because of the aggressive competing marketplace.

he most enterprising one who have
y continually re-examining and

The most successful business managers are t

. '®Cognisec to. adapt to change b , ;
re“é%"inge?heteh\ia; ?ﬁgy :/\CI)Ork %5 developing as wide a r an‘?e of Sk'{'ﬁ ?sbg:isns;l;lse

; i ' . Like any othe ,
and by updating these skills {Heller and Hmdle;y? Sggr)‘e e they days when all

- Qoog m . dia indust . ;
anagement applies to the medi ‘ : . Media
"SQuires o ?un anme'c)ifa organisation is & good .knqwl.edgeaﬁ; rj::g;l%";z
- "Magement js essential and now a course studied in journ




Concepts and Applications
: : ia. electronic media or book publigh,
itor's j ther in the print medlal_, ? g
s hangd ey around e ot 1 LT e
isati itor i the ke » 0
?Org;an lsrarl;[;ne; tzggg;tg; It;gc;\g\?v:lrgct)om. Agart from these trg'dmc;nalljedll(tlng roles,
thereyare nev% difficult demands on the editor. These accor ing to Dimkpa (1997)
citing Giles (1991) include: : -
.g The rgeed t)o be effective in running a team jtl_wat IS ambltlouesr;twell educateq
and sophisticated in its expectation of sensitive management; .
e The need to help staff motivate themselves.and to see their _hL_’man
potentials with the same eyes that they creatively use In recognising a
good story; .
e The need to let staff know wherg .they stand through regular evaluation
that is objective and related to their job;
 The need to execute changes in news content and news focu.s based on
marketing, socio-political ‘and readership, viewership and listernership
researches;

* The need to participate in the responsibility for the profit and marketing
strategies of the organisation.

Understanding Mass Communication,

The editor therefore has to be a good manager to be able to carry out new

demands. An understanding of the management is necessary to really
understand media management.

What is Management in the Media?

Management can be viewed from different perspectives. As a cbllective noun,

eople within an organisation. It can

Expatiating further on this Mullins (1999) saj 3
. , . said manageme dedas H
ltrrlx\e/eoggtri]\%t?eesogfd |°0r‘f<'n9 beyond themselves ang exegrcisinmf((;‘;jln b|e Lﬁ?;rny ovali
Performance of other people. Fo g tormal a ol

regard management as: + FOrour purpose, we can thereforé
e Activities taking place withi ‘
. with _ :
Prescribed roles: " structured organisational setting and W

° Directed towards the attaj
. tainment of aim
5 ey
* Achievement through the effortg of ?t';'d Objectives: ‘,
procedures. aiher People using systems al
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the above, it ¢
girr:r:te 4 owalds o agttg’iii?ert]rt\aéfmsanaggmept is organised, structured and
understand the concepts pecific aims and objectives. To further

of mana )
noughts and their management the%?gse.m' we shall look at various schools of

Management scholars like Frederick ,
B 1005) and classical managemenTaylor(1856~ 1915) and Henri Fayol (1841

ts
1858), Mary Parker Follet (1868 — 1933§>h00|3’ such as Robert Owen (1771 —

McGregor (1906 — 1964) of the Behavior
systems management school have com

the best out of workers, but the general consensus among them is that the
workerg .(human_ resources) are very vital to any organisation and to effectively
and efflc:lently‘ utll.lse them, the manager has to adopt various methods, including
adequate motivation to make them produce optimally. The media management is
not an except}on. Whoever is at the helms of affairs, whether the editor, publisher
or any other title with which he is referred to, must not ignore the need to manage
the human and material resources at his disposal and how well he does this will
determine whether he fails or succeeds.

Elton Mayo (1880 — 1949) and Douglas
al management school and others of the
e up with various theories on how to get

The three dominant management theories in the history of management are the
classical, behavior and system theories earlier mentioned. The classical
management theory represented by Taylor and Fayol emphasizes the efficient
utilization of resources and productivity. According to the theory, people’s needs
and feelings are secondary. Hence, when the employees’ concern is not given
adequate attention, the important thing to management is that the organisation is
productive. Fayol who is regarded as the greatest contributor to this school said
that the ability to be a manager was not a pgrsonal talent, but a skill that C('Ju'ld. be
taught. He propounded 14 principles as guide to managers. These are Division
of Work, Authority and Responsibility. plsmplme, Unity of Command, Unity
of Direction, Subordination of Individual Interest to General Interest,
Remuneration of Personnel, Balanced Centrallsatlop: Qham of Command,
Order, Equity, Stability of Tenure of Personnel, Initiative, and Espirit de

Corps.

\

T - ' resented by Owen, Parker, Mayo and McGregor are
mZ?eBecr:;vclg?r: E:Qecxilfgs’irrﬁgrpersonal relationship between mar:agzehmetn‘l \:lm\ij
- Workers, Their emphasis IS that managers and mr?nf???mf[:rw ‘b S'u wa Dto
°mpl0yées as assets to be developed and worked with. This 18 ii’wzt n;gor
| o s o and increase productivity. The system mg\nagii,_z nen hciorg
O the other hand, stressed that the internql a(\d external lgncwzgnlrhi;} trtxeo(" o
e not an int rai art of the work. Organisations, abCOlfc 13)0 yperation (?; r{he
SYSterms orm gg egch of which makes @ contribution ftcihe]s‘ ; i)emc on of 18
Q'Qanisationpand each is dependent on other Bapec s 5,8 stensw,s must function
“*8ds. For the system 10 function properly, e aurey
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effectively. Organisations are parts of large systems such ;a;h Societies ang
economic systems while groups and individuals are for growth, stability anq
interactions.

The three theories above give a detailed explanation of the complex structyre
and nature of running an organisation. The salient p.omts that must be noted are
the fact that human resources are very important in running any Organisation, |
Men are not machines or robots that can just be used. They have to be Molivated
and their feelings, needs and likely reactions have to be critically, considered in
the process of decision making. Being insensitive to the need_s of wo.rkers could
be disastrous for any organization. Management should look into Fhelr s_trengths
and weaknesses. These must be taken into consideration in dealing with them.
This theory also applies to media organisations which are basically the same with
other modern organizations. The issues of human skills are important, but the
good editor and manager must also possess technical skills to function well. This

should also be followed by good human relations which is very important to carry
staff along.

Dimkpa (1997: 14 -15) citing Gray said that for editors and reporters, whether in
the electronic or print media to succeed, the following principles will be of
immense help. These are: that people are different; there is no one best way
personalities cannot be changed; Behaviour can however be changed, since
perfection with people is impossible and natural off at the end motivation is more
powerful than artifical one. As an aid, the manager in any organisation can apply
the acronym zero - POSD CORB coined by a management scholar, Luther
Gullick. The letters making up the word, POSDCORRB represents the following
activities:

P -  Stands for Planning: In the media organization, this involves arranging

for the establishment of the organisation and how the necessary tasks to
publish or broadcast can be carried out:

O - Stands for Organisation: This involves
structures of authority upon which the entire
into well defined sub — divisions;

S- Stands for Staffing: This involyes a

. Lo O ppointing suitable persons to the
various positions in the organization, as wel| as, all aspects of personnel
management;

building up the appropriate
work to be done are arranged

. o € performance of their duties.

CO - ﬁ]tands kfc:)r Qoodrdmatlon: This involves inter —relating the various parts of
€ work being done and fore stallin wasta icati I

and conflicts in the organization: 9 ges, duplications, over lapping

14
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o 'SUF’t)'erior and subordinate i t is going on in th
organisation as well as making appropri e
of information through inspect(‘i;onl,Dp s arangements for the collection

. Stands for Budgeting: This i N
. administration (Tonwe, 1994:24 — o l)r-WO]VeS Al aspects of financial

The Mass Media
sA medium” according to Turrow (2003:6)

in the trapsmission, distribution, or reception of messages. It helps
communication take place when senders and receivers are not communicating
face — to — face”. Media is the plural for medium and mass media involve the
dissemination of information to a mass audience. The term mass media,
according Akpoveta and Ogbemi (2006) literally means all the various means of
reaching out to a mass audience for the purpose of communication. It could,
. however, be technically looked at as the entire field of mass communication
. comprising books, newspapers, radio, magazine, television ,films, records, audio
~ fapes and so on. Mass media can be classified into print media, electronic media
. and publishing.

is “part of a technical system that helps

~ The print media is particularly for people that are literate and can read and write.
Itis usually referred to as the elite media. It generally involves printing which is
it the pressing of ink on paper. The mechanism of printing in\(olves the use of

. fypes, blocks, plates, machines and so on to press words, pictures and some
* other legible surface. Newspaper, magazines, leaflets, brochures, tracts and
. other readable materials can be provided through the printing process (Akpoveta

f and Ogbemi, 2006).

1 The electronic media, according to George (2000) is different frqm the print
§ Media in the sense ’that it has added advantage o_f sound. It involves the
i SOnversion of oral and/or visual signals into electrical impulses before they are
“ [Fconverted into their original oral or visual statedby means o; spec(l)zi:1 :)eu(,;fe\?SIQI.;enSd

‘ ; i [ records, C
Y include television, radio, telephone, Vi eos, ¢ , :
eMet telex e t ¢ Television however has the advantage of video and audio.

f production and dissemination of

= 1 : - blic
\1ature or information — the activity of making mf_ormatno_rr\ a;';ailcl,?\l:ﬁyf%:?efm
b In some cases authors, may be their own pUbHShirs'th? “ll:Jook world”) and
+®1S 10 the distribution of printed works such as books (

: internet, the
~ ; vital | on systems and the in
feers. With the advent of Tighe |nfc|>l:r(;1: tc'-'zlectr)c(mic resources, such as the

2N the other hand, publishing is the process 0

“0ne of publishing has expanded to inc
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electroriic versions of books and periodicals as well as websites, blogs James
and the like (Wikipeida, 2008).

i dia _
?Egc;::gr?:gg:nhggts nghee mass media will be better understood with knowledge of
the functions the mass media perform in any spmety. The functions of the mass
media are practically the same in every spmety. However, the type of press
system practised in a particular society will to a large extent determine thg
functions performed by the mass media in that country.'Akpoveta and Ogberpl
(2006) citing Laswell (1948) selected three principal functions of t.he mass mgdla
to include surveillance of the environment, correlation (interpretatlon/explana’uon)
and transmission of social heritage (socialization). These functions have however

been expanded by other communication scholars. Okon (2001) citing McQuail et
al (1992) sectionalized them as follows:

Category 1
v Information

Finding out relevant events and conditions
society and world.

Seeking advice on practical matters and opinions and decision choices.
Satisfying curiosity and general interest,
Learning, self education.

Gaining a sense of security through knowledge.

in immediate surroundings,

Category Il
v' Personality Identity
Finding reinforcement for personal values.
Finding models of behaviors.
Identifying with values.
Gaining insight into oneself.

Category il :
v' Integration and Social Interactio
Gaining insight into circumstance of othe
Finding a basis for conversation and soc
Having a substitute for real life compani
Helping to carryout social roles.

Enabling one to connect with family, friends and society.

I's, social empathy,
ial interaction.
onship

Category IV
v' Entertainment

 Escaping or being diverted from problems.

186



-

fedia Management: An Overview - OGEITEN BRICKINS OGBEMI

Relaxing.

. Getting.intrinsic cultural or aesthetic enjoyment.
Filling time.

Emotional release.

another communication scholar Uyo (1987:91) has summarized -
into an acronym PENIISE: ( ) summarized the functions

Persua§|on: Messages primarily to convince and convert its receivers.

Education: Messages primarily to instruct and teach.

News: Messages primarily to acquaint audience with some recent
event.

Information: Messages designed primarily to enrich receivers stock of
knowledge.

Interpretation: Messages primarily designed to explain issues and problems
involved in events (already known).

Selling: Messages primarily aimed at inducing buyers.

Entertainment: Messages Primarily for amusement.

From the functions of the mass media stated above, there is no doubt that the
mass media perform very important functions in society. In the process of
performing these functions, the mass media also get involved in big business and
its operations have become big business in the world as they meet people’s

various needs.

Organisation Structure of the Mass Media
Organilss;tion of a business, therefore, refers to the arrangement of all parts

o a3 ' le and equipment in a way that
organisation including the peop'e L ik

gﬁleemintlS) o:] ;rl}eactgas one body. To achieve this objective, all organizations

. |v§- ole s dia organizations draw up an organisational chart. Organisational

cf?alﬁt lngn?rﬁka and Ewurum (1995) further said is a schematic or pictorial

. t happens in a business enterprise. It clearly states who
[jeopereser?t?ﬂ%f(\j (;Jh‘g?: resp%anible for one function or another and who reports to
s what a

who in the organisation-

' ... whether print, broadcast or publishing to carryout its

E  For any med!a.org:anlaS:tIO:f,fecﬁvely, there must be an efficient and furrz/ctional
functlgns _ efficient yture This arrangement allows for power to be given to people
orgamzatlona}l strucositic',ns, staff can only carryout their functions efficiently if the
. Who hold _vanouirﬁ wures are well defined. As Simon (1957) cited by Dimkpa
orgamsatlona| 9;[ The important features of an organization is to be designed or
(1997:40) puts ;jing division into sections and units, number of levels, locations of
structured mclu_n authority, distribution of and access of information, physical

Ry | 4 !
decision — M2" =, pe of people recruited, what behaviour are rewarded and so

aadinl
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oy WM mgs.{m \‘hl‘\l\l‘-‘\“\‘l\?i Iy b Aabilo 1o achiove ”(HI‘“ ainil NIISIE]! llln,“m“"”l
fargets there muat thetetore be good organiaational ahocturen

the arganizational stiueture fn the print media s signiticantly ditferant from (s
of the electionic o broadeast modia, Alro the stracture - ob - organisntiongs
exclugively establishoed for publishing are also difforent. Basically, the print mecdjy
arganization s structured depending on ite ownership and nizo. Usually, o typlon
newspaper organization hag the publisher at the top of the organogram I caseg
of private organizations, the publisher fa usually the owner and in some casaos he
could alzo hold the position of Editor — in - Chiol. In government nowspapors,
there i usually a Board of Directors that oversoos the gumnml administration of
the paper. Under the publisher or the Board (s the Managing Director or Goneral
Manager who ig normally respongiblo for the day 10 day oporations ol the
paper. Under him g the Editor — in — Chief who ordinarily rocruits the Editor, and
12 responsible for the editorial department and all editorial mattors,

Under the Editor — in — Chiel is the editor of the paper who is responsiblo to the
aditor — in — Chief on all editorial matters, Ho is assistod by the Doputy Editor, On
the same lovel with the manager, aro administrative manager, Personnel
Manager and advertisement manager. All thoso managers also have
subordinates and they report to the Editor - in — Chiel.

Below the deputy Editor are other editors like news editor, features editor,
chief sub - editor, women editor, sports editor and so on. They also have
subordinates like the features writers, stringers/freelancers and so on. This
structure varies from paper to paper depending on the size of the newspaper, its
financial standing or what management wants,

The structure in a typical magazine is normally slightly different from that of a
newspaper. In a typical magazine, the Board of Directors is at the top of the
hierarchy and the members are responsible for taking decisions essential for the
functioning of the magazine. Below the board is the Chief Executive Officer and
the Deputy Chief Executive Officer who are also members of the board and are
responsible for the day to day operations of the magazine. Editorial matters are
the responsibilities of the Editor — in — Chief and his deputy. Under the Deputy
Editor — in — Chief is the General Editor, Senior Associate Editor, Associate
Editor and Assistant Editors. Below this level are the Principal Staff writers,
Senior Staff writers, Staff writers and Reporters/Researchers. Apart from the
editorial - department, there are also advertising, circulation, ;ﬁ)roduction.
marketing, accounts, administration, special projects and library. As in @
newspaper, there is no hard and fast rule about this. The structure of a magazn®
might also vary depending on certain factors like size, finance and ownership:

-----
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Med OUEITEN Biioking OUnEm|

In the electronic or broadeast maedia

g rasn 1 ”\H i
sewspaper. In case of radio [

Ietro
and tolovigion | O quito difforont from thal of a

ho I||:\|nl modha aro ol ””””"'"‘/ thes

.me because of the f{ac . |

‘“3:::;\@.«'. the \\I\Ml\\\\)ic\l\‘\ t~lln\ME ‘”l”w”.‘”” helidos hoth audio and  visual

HC : s \\\'Il‘il\‘ \ At very similag with just slight L ‘

mgd!llm IS ¢ od by the government, tho bhoard | el s ecU G 1 SN
\ R LR

and this also applies 1o nows constitutod by tho govormmaont

PAPOT and maca e | |
owned, the owner(s) are tesponsiblo magazines, Howovor, it is privatoly
) SO 1o this: Thoto aro basically two broad

sections inany radio and telovision stat |

) J slonsstations, Thoso aro i 8

gp I Any M4l te n 8 a, 50 aro tho programmes and
”fwb]gi;%as::kn?t\ '",l‘.m\‘!,“‘?“ npghnnnlv hoaded by Diroctors and Controllors
d_"'pe.’f,n . l‘\%{;: }s‘w‘i1:1|..<'\tmn‘ They aro responsiblo 1o tho Gonoral Managor
who is i esponsible to the board, Tho Diroctor of programme is rosponsiblo

for all programmes, while the Director of Nows is rosponsiblo for all nows rolatod
matters.

Since the structures of the news and programmes departmonts aro basically the
same, we will just look at the news dopartments. Under tho Director of Nows or
News Director, there is a Deputy Director of Nows, and the Assistant Nows
Director in that order. They are responsible for the overall management of the
department. The Assignment Editor comes next and he is responsible for
assigning stories to be covered. He is followod by the operations manager who
may not be found in all departments, but has the responsibility of coordinating the
technical needs associated with covering slories and evenls, such as the use of
satellite time, live trucks, (for OB coverage) helicopter coverage and other

logistics.

In the broadcast media, there are also executive |)|"<;)(lu<;or:5 vyho usually
supervise a team of producers and help write un(.l ram}o all :-;lon?s:. lllm~l m
aired. They are followed by the producers who ensure lh’al (;ll‘ll;o "“%Mth to I)c;ﬁ:.',(_u,t
are properly put together and organised to provide light .|m< (JO:{)'(('|I"]1[‘]|])(§(r)(()Ll|t'J l?r::i
Next are the anchors who are considered 10 Q(}CU|)yi l)|;i/}0:‘nl(|)’l‘()) r\’(;wv W V:/,ri,“ng
authoritative positions in the news deparlmonl.. IL\OYH(E.) s m;y (WD
anf niroduction, to stores ?atgog?l?o 13/0|:g'.3)13'.£~,0':}).-‘o ll\lo (;roup that folloWs |‘10W§;
el 1eWs Casers ws department because
Slories a:IOd Etlliet;: ilr'e the most visible n_lorr\l)ow‘ of “:ﬁr\'i‘l?lwlll(gi;'t‘:grtsoc. Mgt
neir work requires regular contact wilh o (Jsmm)(,n'*;onnol in the shooting and
nclude writing stories, working with the production P22/

o eraducers. Others in the news
A\ ing i ch with producers. o
edmng bk i ity g tloc;'dllors. Production porsonnel are very

?epanment are the photogr aphers an® camera operation l')[irng Ililfx(i) itrool\:\]/ﬁ
n";DWOrtant 'n {18. newe opefraliOﬂ- avents hile in m(,lio,)rt‘))l');%t los,:‘g«)\ er
'eWs story with pictures of news 5. 0()02:238 ~ 240). o
INtaryi Ty Win g n aditing. ( ; o not apply to all radio and
Views and handle their oW _ 08 '
Must again be emphasized jotermine the structure of a

g that ¢
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particular  broadeast  medium and thense  oludeownership, inance gy
ol \ ’ \ AT ¥ \ ’ [~ ¥ .

management among others. The stinetare of any madia organisation, whethey

orint or broadeagt ig very crucial for ite mueeens

Ownership Control and News Management :
The issue of Q\\:ms];‘.[\i}\_ ’\I;\\r:: an ll\\pnll:\l\l role i media ili:\lhll}’nll\\«')lu \/\ll\nl!\::r it
is privately owned or owned by the 5;u\’c>|l\llh’lﬂ. o Il;u‘l\nu\!fnl :.;.n\ll‘nsl “M'"_ Hn
who pays the piper, dictates the tune”, can not he ignored. As Aghese (1995:14)
puts itt "No publication, no matter how independent (it may ul.—\lmi o h«‘sj can
escape serving certain vested intereat, olther knowingly o “”I\',“.)Wl“”'.v 'hess
interests may be commercial, tbal and even religious, The result is secondary to
certain interest”,

The debate on ownership and control has beoen there right from the colonial era
when the first newspaper lwe lrohin was establishod by Revarend  Henry
Townsend in Abeokuta as carly as 1859, Rocontly, when the former Executive
Governor of Delta state in Nigeria, Chiel James Ibori was arrested by the
Economic and Financial Crimes commiasion (EFCC) and charged to court for
allegedly being involved in money laundry, the Delta state owned newspaper The
Pointer and the state owned radio and television atations hardly reported any
news about the incident which by any standard can be said to be very news-
worthy. The newspaper (The Pointer) only roported that Ibori's telophone set was
stolen in the Kaduna prison. The woll-tospocted “The Daily Independent™
newspaper in which he has an interest howover reported nows about the incident
which made headlines in other papers. This at loast shows some oditorial
independence on the part of the Daily Independonce,

According to Dominick (2002) ownors and publishors can oxort oditorial control
over news policy in several ways. Thoy can hire only those who agroe with th‘oii‘
editorial views. They can also hire poople who produce storlos timl the n\vnér
does not like, or they can issuo onium to downplay some topics, whilo "_"\,im;
large amount of attention to others. The ownership of the p,»m{.‘ has }“‘ ol ,‘1
affected news management. When the oatly pross in Nigoria wae ‘n‘\"\ ‘“{\l\h’
missionaries, the focus was religious nows, ovangolism ang };.-;;p,“\ll‘\;-’-: 1\,
the gospel. During the colonial period, the colonial mastors usod N\“ ,‘)‘,\'l;f‘ ;\
further colonialism and to protect the colonlal mastors, Evan tha l\atin:\'wl“}f{i ot
owned newspapers also used them 1o promote and projooet homsolves : i ‘;“‘]??
political ambitions. A look at tho various press theorios ahow that "\‘i;l‘-:“‘“-h”
Authoritarian, soviet-communist (totalitatian) libortarian,  sagjy)” res \‘.:" ,mf:m
System or others, ownership affocts nows judgment and nmnngmn’wnt.ﬂl el

Joseph Pulitzer quoted by MacDougall and Reld (1987) said 11y N R aRE
should seek what is original, distinctive, dramalic, romantie, rilling m*“;t:*"
h que,

190
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, ut shocking

~ 4 taste or lowering the ge

:Jb 3 ner

-onfidence of the people in the tal good tone and above all without |

¢ reliability and scrupulous C]er:;h of the stories or the Chalragtm lrr}pairing the

T . Iness. Thi er of the

" dice a lot of other . This may | - paper

praCl influen . _ y look good ,

management. ces Including ownershipg comlg tir;eory o
, 1IN News

cnce the mass media in Nigeri

o : igeria and oth :

1sia are mainly owned er developing countri -

ndividuals in society, it isbrna%r?x,egggqe,’gt, special boé;’ies, ricrllesar?; ;}fnrfllilaeri?ad;

nspirations of the ideas, views, opini

oz'.fgers that Contrglwgr?és éhat they feed to the people.p It 'iznc;’ CporLcj)rgSrammes ane

weding, listening and, vie _etermmg what the mass media dissém?anOStly e

want men who will do Thglrnt?idpduiggz ’I\?(')St governments in developingaci)tfgtrtigi

are usually appoi . . It is people from their poli

etc with utyue psroﬁéegoas-cmef. executive, editors-in-chief, ec?ltcilrtécarlm:vavl;n 23@“3‘

 edibtmanice: o T | br\SIIEderatlon for their qualifications, experie’nce and lOrst

“bout drop in stand aJ?d . Employments and appointments of wrong péople bei?ls '
. a phenomenon which has bedeviled the mass media ig

many developing countries.

The i i
T o e e s ueree. Doos 1 allow he o
determ . ip influence. Does he allow the 0
Carryrgl‘tnigfij:et comes into the paper, or what is aired or viewed? Does thvevg?jgté?
10t displease trr:sorshlp to make sure the news published, aired or viewed does
peopls. mamaai e owners of _mecjna organization. This largely depends on the
iouralism batghm'g the prgamza’non. There are examples in the history of
Deen sack do in Nigera gnd other countries of the world where people have
their gy edq, forqed to resign or resigned voluntarily because they refuse to do
ners biddings. The editor has an option either to stick to professionalism

and i .
Integrity or sacrifice them to keep his job.

* Personnel Management in the Media

el’SO .
o >onnel or human resources management is very

a : :
Ny organisation. The quality of staff in any meé
hieve the set objectives.

t assets of any serious organisation. Following
entation, training, compensation and benefits

fe and responsible working environment, an
ail to properly manage human

blems related 1O turnover, low

crucial in the management

dia organisation to a large

e)qen
g Udetermines its ability to ac The fact remains that

progﬁgonc]ess of careful selection, ori
°’Qaniz mes, and by providing a sa
’esowcat'of\ will achieve alot. Managers who f
Morg es are constantly forced t0 deal with pro

B ahd it
and inefficient performance.
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. ampetent editonal staff rees., |
The responsibility of hiring qualified and (‘Or.npr'ilrtn rrlnr,-rJia and the f)irr.:-;r'?‘q:.’”‘{fl
on the shoulders of the Editor-in-Chief in (e p' ,in the media industr o the
electronic media. With their years of Wr""r'r"nﬁfrl, Jl, h ’thg},(.m,m,aré’ My can
identify a good reporter once they see 0Nne. A : UrrJr*f:"" " | lthr- ’ ("‘P' '

will eventually be involved in the recruitrnent protess, . th‘:»;’:ma!;

?fr‘!rng.m
whose views are very important. ;

R e i GRS B b 25

there are a variety of interng an

ccordi 002:125 — 126)
According to Albarran (200 torial and other staff. These g

external approaches used in the hiringlof editoriz d etz nese inc
recruiting internally, job fairs, applications oOn file and unsolicited apphcaf.mng,
advertising, employment agencies, consultants, head-hunters, Colleges,
(universities) and other educational outlets, word of mouth, mternsmps and
other sources which include recommendations from other employees, situation.
wanted adverts in trade publications, advice from professional organisations
and local civic organisations can help managers to fill positions.

Whatever the method is used, the input of the Editors or Directors as reqgards the
recruitment of staff for the editorial department is very vital and cannot be
ignored. In the interview process, they have to be actively involved and it is their
responsibility to arrange for proper orientation for the newly recruited editorial
staff, no matter their status. They also come in during the process of
performance reviews, promotions, termination of appointments  and

commendations. They are also additionally responsible for part-time employees
(freelance) and the interns.

s Financial Management in the Mediz
All organisations, including media organisations operate with a common financial
goal-to earn profit on the products and services they offer. Even non-commercial
entities, such as the government-owned media organisations must keep revenué
ahead of expenses. In any business, success is measured primarily by the
bottor line-the amount of profit or loss that remains after one deducts expenses
from revenues. Owners of media Organizations want to protect their investments

and receive a favourable return. To (o this, owners turn to managers fof |
assistance and expertise in meeting fiscg goals "

The Editor-in-Chief or whatever titje the manager is called in a medid
organisation must be conscious of this, ang work towards this goal. He must be
financially literate and must have basic understanding of financial management. 1
Probably no other management task is more universal than the administratiol

and decision making associated with preparing budget and controlling revent@
and expenditure. The editor must be able to prepare and defend the budget!
the edltprlal department, or the whole organisation judiciously. Other tasks &
responsibilities can be delegated, but he remains directly responsible for financ
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alters @8 il SRNSalha h'Sdep‘("“”m‘”‘ (Albarran, 2002). A report in a Nigeria
nowspnpor smd \l.h:‘\l 'lho Lgs AI)Q}OIGS Times fired its lop editor after he rejected a
I:umﬂslo”""ﬂ O'H!Ul"‘l\t) Clll:b"{l\_\lill()l\ from newsroom budget, four months after his
I rOd(}C(}SSO! ‘de‘:l »0 Olll:»lod N a budget dispute. James O'shea, the fired editor
is the third r““O}‘ ‘Od‘m' 10 leave the paper since 2005, all of them departing in
disputes with- management over how much to cut in news budget (The Punch,

2008). The aboyo shows how important the issue of financial management is in
o media organisation,

o Ethical Issues and Editorial Policy in Media Management
unlike lawyers, doctors and accountants in Nigeria, journalists have no written
code of ethics that is generally obeyed and sanction imposed on those who
violate them. There is however the new code of journalists jointly signed in march
20, 1998 by Nigerian Press Council, Nigerian Guild of Editors, Newspapers

Proprietors Association of Nigeria and the Nigeria Union of Journalists, although,
its implementation has been difficult because of internal squabbles.

|

r

~ For this reason, most journalists are situational ethicists. In other words, they

. believe each situation must be evaluated to determine what is right and what is

- wong. An editor who is a situational ethicist may well break the 'medium’s rule
not to use a juvenile’s name. When the editor encounters a situation in which it
seems to make sense to do so — when public good is served — the name goes
into the paper or newscast. Two other schools of ethics are common. These are
the deontological and the teleogical schools. In deontological ethic, it is the
Person’s duty to do what is right. Those that adhere to this theory of ethics are
often called absolutists. A reporter in this category will never do anything he
Considers unethical to get a story no matter how good it is. In teleogical ethics,
")G Consequences of the act not the act itself makes an act ethical. So, it may be
Muous for a reporter to pose as a shop owner and offer bribes to health

[

F

Nspectors for the purpose of catching unethical inspector. (Baskette, Sissors and
ooks, 1997, 37)

Editorg face ethical dilemmas on daily basis as they judge which story to use or
ot The decisions are difficult ones, even for experienced editors. The advice is
"t junior aditors should defer to their superiors on decisions about whether to
" 8uch information that involve serious ethical decisions.

gﬂ;qif’ Organisation standardise behaviour in two ways: through operating
_‘ Dolllcm (Which spells out standards for everyday operations) and editorial
oS (which identify company's position on” specific issues). Many media
| Wl?g ISationg also utilize the Ombudsman, a praclmonqr internal to the company
: Som S0rves gg “judge” in disputes between the public, and the organisation.
% Mmadia organisations subscribe to the small number of existing media
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(rorm hoth the miadia and the public whye, iNvaas
‘, ’

Hify~

counalls, panele of pacp! i and publish their findipee -,
ompl ll' Alnst the maedia from the public and | , ',m’;, Mage,
yuTE@Itia KgRing ' | reqgulation des gned in o

i arey a1 lornm ol solf ;
moechanismes of normative othnics ara a for Oirs

‘ | ) : Ir 'l ():' : # {3
o forostall moro tigorous of intrusive govarnment regulations. (Baran, 20024

58),
Ui the usihl practico, in modia “"’41"“'i”'”””"".,”-m.,;”;:"’k (/?Mf%;) “%plaing
lurthor 1o have policy statomaont that takos IW!.)‘ (vh,,unf, ')r(rrm.. J{ifrr;txr;g' policies
cover avoryday problomes and situations ”'l“' wIEp Uy during ”?”fii f‘1f1’115'1r4zrirv o
the: organization, Editorial policias aro (]IJI"({“!IU-’J lha( U'C‘ ()’rgdr”udhfjri follows “
porsuado tho public on cortain issuas to achiove specific goals,

Oporation policios vary from one organisation to '?”‘)”""‘f' In general, howsyer
the policios cover such mattors as accepting frUOblf{S, using fJGCG‘PtIOH to gather
Inlormation, paying nowsmakers for a story or exclusive lrutgr\/le*// (Cheques bogk
journalism) taking junkels, conducting  electronic survelllange, using stolen
documonts, accopting advertising for x-rated films, and deciding whether to
publish the nameo of rape victims., Also covered are outside employment of the
roportors and aditors and other conflict of interests.

The oditorial policy of media organisations will exert certain amount of control
over the material that is used. This, of course the media has a perfect right to do.
There may be times, however, when the editorial policy of the organisation spills
over on 1o ils news reports and might cause a problem with its reputation for
objectivily, responsibility, and itg integrity. Ethnical issues in media organisations
are therefore guided by set down policies and the ethical school of thoughts
which the editor or reporters belong to. (See New Code for Nigerian Journalisf)

° Leadership and Motivation in Media Management

Leadership, simply put refers to the management function of directing that gives
direction and purpose to communicating and motivation for organisational
performance. It must be noted that leadership is not the same thing as
management. Leadership is a narrower concept and unlike management that
concerns people, materials and money, it involves just the influencing of peoplé
in the organization, Leadership is more concerned with the influence of the
berson over another in achieving goals, A leader shows the way by example and
pulls the follower along the desired path to be followed. Leadership can trigger ©
a person’s will to do and transform lukewarm desires for achievement it
passions for successful accomplishment (Akpala, 1993: 127).
The problem of how the modern manager can be “democratic” in his relations
with subordinates and at the same time maintain the necessary authority 2"
control in the organization for which he is responsible has come into focgo
increasingly in recent years, Earlier in the century, this problem was not

104
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d[vlt’l““ into "leaders” "followers" Ill’”,’ lul;clml 1O think of the world as baing
' i N y . AL 105 hiave Ghinngod ovor t ars, The
: v o Gy I8 & nangea over tne years. 1Mo
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0 vlolowers v | ' i
ihordinate 1o porfonmors, | Ao Tollow and must bo ablo 1o transform  his
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lpadorship through portornmance, Moo | ' T
s of the lead - More importantly, he must bo a motivator. The
“”,'_‘ ~V|,;v..|i””;~| . ’.l' i Ilmlnl«.m;, according 1o Dimkpa (1999) are to achieve
Olrw(')'(l‘ '(‘m Ilil'n l: )im]‘-\m"" the aditor as o loador must be aware of the demands
00 ¢ ) Achie { ituations
placod ¢ f " NOVE organizational objoctives by adapting to new situations
i . " i » = ¢ & , & 1 ° q ."
= nature ol news domands, constant shifting of goars as situation changes.

Management the world-over recognises motivation as a major responsibility and
it is anything that stimulatos people to acl, to achiove in a better way than any
stated objective, Motivation involves intangible psychological factors and not only
physical tangible things like monay. Things that motivate include effects of the
situation, the inner drives, the needs, and objectives or goals of people. The
aditor or leader should be able to identify these things and effectively exploit
them to motivate his subordinates,

There are various theories of motivation, There are however two that have
become very popular. These are tha Maslow's Hierarchy of Needs and the
McGregor's Theory X and Theory Y. The Maslow Hierarchy of Needs states that
needs should be arranged in hierarchical order. Itis in a form of pyramid with the
least important needs satisficd before the most important, fundamental and
essential ones being satisfied. Maslow, a clinical psychologist arranged the
needs in the following order. At the bottom are the physical needs which consist
of food, clothing and comfortable shelter. These are followed, by the safety
needs which consist of security and avoidance of harm. Next to these are the

social needs which are made up of companlonship,dlove and affection.and
roy ,rahip. The next are esteem needs made up of self recognition
group membership y at the top 15 self realisation which is

and lishment. Finall ‘
rear;:izgezﬁgogo?stcg?’cpmaﬁvuy and self expressior}(.J Since tr:e th?eds; of people
are not the same, the manager of editor must PkVOVl © oppgr tmTl_'hQS Off Zgrvmg
NGad g(,pmmiun and goal attainrnent-m'the work environment. This, of course,
omands great skill, axpertise and experence.

ate that every management action or
o. An understanding of the theories

MCG‘”’Q"N Theory X and Theory Y 6t
supervising the work output of their

- Yecigion is an assumption about hurngrl n;r::jf
Ml cortainly help the editor In managing
{‘Wbﬂrdinaim,
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rding to McGregor (1960) cito by
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The key assumptions of Theory X acco
Dimkpa (1997:62) are:

v Work, if not downright distaste

survive, . .

v The average human being has an inherent di

he can; ' T
v Because of the dislike for work that characterise mosl people, they must

be coerced, controlled, directed, or threatened with punishment to get

’ ) ' " . Aaris sl :

them to put adequate effort towards the achievement of organisational
objectives; o . o

v The average human being prefers to be directed, wmhed to avoid
responsibilities, and has relatively little ambition, wants security above all,

ful. is a chore 1o bo performed in order lo

slike for worle and avoids ji if

Theory Y, on the other hand, according to him makes the following assumptions,

v" The expenditure of physical energy and mental efforts in work is as natural
as play or rest;

v External control and the threat of punishment are not the only means of
bringing about effort towards organizational objectives. A person will
exercise self direction and self control in the service of objectives to which
he or she is committed;

v Commitment to objectives is a function of the rewards associated with
achievement;
v' The capacity to exercise a relatively high decree of imagination. Ingenuity

and creativity in the solution of organizational problems is widely, not
narrowly, distributed in the population:

v The average human being learns, under
accept but to seek responsibility;

v' Under the conditions of modem life, the intellectual potentials of the
average human being are only partially utilized.

proper conditions, not only to

§ and editors should try to understand

) . situatio o are
other theories including the Hertzherg' NS where they apply. There ar

o : § Two-Factor Theo ich apply 10
motivation. Hertzberg's Two-Factor Theory shows two diff ry vchl?ltte( opr’ie):-; of
needs that affect human beings, Man erent categ

. agers s se
theories to be able to properly use them tg motivgct)éj ltcl]m?ra ;?af:(mw'edge pie
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The Editor as a Manager

when consadermg Fhe tasks invo
ihe olectronic media_ or in book publishi
mmd-many and varied. The Nature of”:g
vears. Although the editor is essentiall \
pewspaper or magazine gets publishegi/ )
and viewed in the electronic megq -
increasing shift towards finance, pers
peing added which extend the role fy

Ived in the r
the role of the editor in either the print or

outf|.t, two words readily come to the

© editor's job has changed over the
een as the man who makes sure the
1ews and programmes are listened to
a and books are published, there is an
Onne! and control issues. New demands are
rther into the realms of the manager.

T development o greclor fnarcial conrlend esponsbily mears it
with « : , buageting is a major consideration in the life of the media
and impacts obwoysly on the level of resources, which the media can access
and upon th.e staffing structure. Effective management, often creative in naturé
and always In co.nsultation with owners of the media organisation is essential for
the smooth.runmng of the media organisation. This of course is not uncommon
for any business manager, but the editor has an added responsibility to work in
the best interest of both the audience and the owners of the organisation.

As editors, the management tools of clear target, related job description and
appraisal are used to monitor performance and progress. However, it is
essential to create a climate in which staff feels motivated to succeed and an
atmosphere in which they are working as a team-towards shared goals which will
uimately improve the quality of news, books and programmes to viewers,
listeners and readers. Monitoring targets that have 'been set and performancg in
achieving them is becoming a major part of_the ed|tors’. role. Indeed, monitoring
of all aspects of operations is essential, with emphasis on budget monitoring.
Once the budget has been set, it is a constant balancing act between maintaining

adequate staffing levels and purchasing high quality resources (Mullins, 1999).

(1991: 103) is to give staff vision

. i 43 according Egbon e e
;\gg't'of‘?”y’ g ool S,ng?;, responsible for accomplishing the objectives _and
ability to perform. - effectively directing the people and materials.

Policies of the media organisatio iunior editors. He
i he work of other junior e
The Eq; o5 and coordinates the e t
alsi Edltor pians, orga:tr:qseemal heads on the details of aCCOTp“Se?:fr;? Ctgse pr))lglri\ctigasl
e harleffs Othelr :j EijpaThe editor also watches over COSIS, ,
s formulated. ment.
Prepares and presents reports 10 i defined only by that
: s can be aefined
Like . i»m that who @ : octed to make, and the
Defsgna}g Cf!ulete' ) (L%Ggyam; contripution he of Zrﬂeolti:rxspis the function’to make
Unctio th;;Cc;iZ?inngheS the manage’ abOVﬁ 2l sion and moral responsibility

i o rm.
"give others vision and ability 10 perfo

manager |
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o the manager. The oditor therefore has g

: ha
orall growth of the organisation avg

that, in the last analysis defin oy
vision and contribute substantially to the ¢

Problems in Media Management -~ ‘
The problems of media management in Nigeria are ”?Oll;‘lgg'smijggug ?"“efent from
that of other developing countries of the world. The prot ange from Physic

characteristics to personnel. Physical factors rangc? from the tool_s to WOrk wity,
high cost of paper, legal issues and so on. Therp are economic, politica| ang
social constraints. There are also national regula}tlons set by media requlation
agencies. One major problem that must be hlgh.llghtg)d here is that of deadling
which must be adhered to broadcast and publish timely news. No longer dq
many editors and reporters pretend that the news does not INVolve - thejr
interpretation, instead they are conceding to mtellnger_wt, compassionate ang
illuminating interpretations. Thus, the demands of rgportlng are growing, but s
are the rewards for reporters, financially and otherwise. The editor therefore has
to tackle this problem with his managerial skills to strike a balance between
deadline and qualitative reporting.

Another problem that most media organisations have to contend with is that of
the development of information technologies. With the development of ICTS
things have dramatically changed and things that usually take days are now done
in seconds. Exactly, how the media firms utilise the internet, for instance, varies
from organisations to organisation, but essentially management must decide
between maintaining an internal unit or department responsible for web
management, or out-sourcing of the responsibilities to an outside vendor.
Unfortunately, most media organisations in Africa and Nigeria in particular have
not really caught up with the ICTS craze.

There are a lot of legal constraints, which media managers also face. These
include the laws made by various dictatorial governments to keep the press in
check. There are also normal laws like Defamation (Libel and slander), Official
Secret Act, Sedition, Law of Privacy, Copyright, Law of Obscene and Indecent
publication and so on which the media must contend with. The editor or manage"

in any media organisation has to pay serious attention to them if he is t0 operal®
as a successful manager.

, \ , nay
Marketing and circulation problems are also crucial and every manager must £

serious attention to them. The fact is that news sells the paper or the 5l ditor
advertisement sustains it. The commercial aspect is very important for anyurviVe'
or manager because without finance the media organisation canno! sd the
There is also the problem between the editorial department lotted
advertisement people on the issue of space and air time that will be ?e medd
news and advertisements. There are numerous problems faced. DY .
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anager and the way a particular ma i
e is or succeeds. nager handles these will determine whether

onC|USi0n
The |mpc;]rtaht OCI t_frlﬁ media in the national development of any county cannot be
ove(emp 33[[5? . The statement of a former American president furth)ér amplifies
he important. t was President Thomas Jefferson who said that he would prgfer a
ress without a government to a government without a press. It is because of the
important role that mass media plays that they are referred to as the Fourth

Estate of the Realm.

For the press (media) to effectively perform its numerous functions, which include
information, education, surveillance, socialisation, opinion moulding, and
entrainment and so on, it needs good and effective management. This involves
Intelligence, professional training, personal integrity and a commitment to the
growth and development of the industry and the community. ‘

nce and an art. The editor must therefore be a leader
capable of exerting social and professional influence on members of his staff to
achieve the purposes for which the media organization is established (Egbon,

tronic are like other organisations

1991). The mass media, whether print or elec
have to be employed in their management.

and modern management techniques _ , :
There is need therefore f i d other media managers to be trained in
that media organizations can

organisational managemen b \ _
fast-moving business world.

survive in the very innovative and competitive
ement is therefore important and compulsory for all

Knowledge of media manag
media managers.

Management is a scie
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