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18 CHAPTER 1

Discussion Questions

1. Review Exhibit 1-2. Select one of the companies.
Based on the brief statement of their renewed
strategy (or research the company for further
details). think about how patterns of employee
behavior will have to change.

2. Explore the challenges that faced Bill Reffett
and the leadership at Grand Union. What expla-
nations can you offer for the apparent failure of
their new strategy

3. What are the three approaches to organizational
change? In what ways are they different and in
what ways do they overlap?

Case Discussion

Read “Indecent (?) Sports Talk™ and prepare the fol-
lowing questions:

1. WEEL is doing quite well. So why does Julie
Kahn need to consider change management?
Characterize the type of change she is seeking.

2. Now focus specifically on behavioral change.
‘Whose behaviors need to be changed and what

Indecent (?) Sports Talk

It was April 2004 and Julie Kahn had reason to cele-
brate. As vice-president and general manager of Sports
Radio WEEI-AM in Boston. she received a special
degree from Newbury College, recognizing her as “one
of the country’s only female general managers in sports
radio and one of the radio industry’s most accom-
plished female executives”™™ Honors are nice, but in
the radio business ratings are far more important. and
here again the news was all good. WEEI rated number
one among Boston listeners in the 25- to 54-year-old
age bracket. the group most valued by advertisers. The
station also ranked tops among male listeners in the
same age group,allowing WEEI (o proclaim itself to be
the most popular sports talk station in the United
States. Individual program components, quite natu-
rally, sparkled in their respective time slots. Glenn
Ordway’s afternoon drive time (2 PAL-6 PAL) Big Show
rated number one. as did the Dale and Neuy midday
(10 AM~2 P program. John Dennis and Gerry
Callahan’s Dennis and Callahan show (6 AM.~10 A5.)
placed second only to the local broadcast of Howard
Stern’s nationally syndicated show. "

Strategic Renewal and Change

4. Identify the main external forces triggering the
requirement for organizational change. Pick
three and discuss how they might necessitate
behavioral change on the part of organizational
employees.

5. Why is motivation important to behavioral
change? How might leaders approach change
differently if they are trying to motivate employ-
ees (o change rather than force them to change?

behaviors will have to be changed? How impor-
tant is it 1o the organization that Julic Kahn be
successful?

3. Recognizing the challenge of behavioral change,
how might Kahn design and implement a change
intervention at WEEI?

Great news indeed.

But the life of a radio executive can get compli-
cated. Ever since the February 1,2004. Super Bowl
telecast, in which pop singer Janet Jackson revealed
her breast due to what was called a “wardrobe mal-
function,” the U.S. Congress. as well as assorted family,
political, and religious groups. had been pressuring the
Federal Communications Commission (FCC) to
clamp down on what they called “indecency™ on the
public airways. Sports programming like that on
WEEI appealed largely to men. As Kahn herself
acknowledged, what men like to talk about is “women,
sports, sexual innuendo with women. and sports
again

Therein lay the problem. With the FCC increas-
ing its enforcement, and its fines, against sexual inde-
»me of the topics that had helped propel the
ity of WEEI would now have to be treated
with greater care. On-air personalities. not to mention
show producers, would have to proceed with greater
caution without jeopardizing their popularity. Kahn’s
job was to oversee that transition.
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STATION BACKGROUND

WEEI—the call letters originally stood for “Edison
Electric Illuminating™ — began its broadcast life in the
mid-1920s, operating as NBC's Boston affiliate with a
weak radio signal.*> During the Great Depression.
CBS purchased WEEI considerably increasing the sta-
tion's power and reach. CBS ownership continued for
42 years under a format mixing music and talk. Starting.
in 1974, WEEI changed to a 24-hour news format,
dropping all music. That format continued through
1991, even though station ownership changed several
times (including, for a while, ownership by the Boston
Celtics. the local professional basketball team).

On Labor Day 1991, WEEI became, for the first
time, a sports talk station. Laying off the large news
staff, the station hired local sports personalities to
host programming from 10 A.v. onward. The station
purchased broadcast rights to the Boston Bruins
hockey team and the Boston Celtics, later adding the
Boston Red Sox and the New England Revolution
professional soccer team (although giving up Bruins’
and Celtics” broadcasts). To build support, WEEI syn-
dicated Don Imus’s popular Imus In the Morning
show. Imus’s mix of racy talk and increasingly sophis-
ticated political interviews and discussion helped
boost the station’s popularity and presence in the
community. Soon, new owners were acquiring small
stations surrounding the Boston area lo increase
WEET's reach.

Entercom

Another ownership turnover occurred in 1999 when
Pennsylvania-based Entercom purchased WEEI
along with three other Boston stations. The only major
programming change under Entercom related to the
morning drive-time programming. Entercom elected
not 10 renew the contract for the Imus show. replacing
it with local programming. Gerry Callahan, a Boston
Herald sports columnist, joined local sportscaster John
Dennis for the Dennis and Callahan show.

Entercom. which became a publicly held
company in 1999, describes itself as the owner and
operator of:

a nationwide portfolio of radio stations. We .
provide many different types of programming
from oldies to rock, news/talk to country, smooth
jazz 10 sports. In addition, the company is the
exclusive radio broadeaster of the Boston Red
Sox, Seattle Seahawks, New Orleans Saints and
numerous major college sports teams. ™

The lion’s share of the company’s revenues—
nearly 80 percent—derived from local advertising.

Julie Kahn joined Entercom in August 2000 as
general manager for two of the company’s FM
Boston stations, WAAF and WOSX. After receiving a
masters’ degree from Northwestern University, Kahn
became active in radio sales. moving from Chicago to
San Francisco. She was one of the first women to sell
advertising time for major-league baseball broadcasts.
“To me, there’s poetry in baseball on the radio.” she
said. “It’s magical.” There were also clear standards
for what could be advertised during baseball games,
standards set not by the local stations but by Major
League Baseball. “They [Major League Baseball]
won't even take liquor ads.” she noted. After being
promoted 1o vice president. Kahn became general
manager of WEEI as well as continuing 10 serve as
general manager of WAAF-FM. In 2003 she was
named one of the 50 Most Influential Women in
Radio and one of the Best Managers In Radio.*S

Radio Regulation

In response to the rapid growth of the new medium of
radio, the U.S. Congress created the Federal Radio
Commission in 1927, The Commission’s primary task
was 10 issue licenses and assign frequencies. although
they were also expected to be sure that the “public
interest” was served by local programming % Seven
years later, Congress replaced that commission with
the Federal Communications Commission. The FCC
operated as an independent federal regulatory agency
whose members were appointed by the President and
approved by the Senate.

The Communications Act of 1934 specifically pro-
hibited the FCC from exercising censorship over broad-
cast stations. U.S. criminal code. however, simultane-
ously barred obscene or indecent language from the
airways. In 1937 the FCC responded 1o protests over
what was then deemed 10 be a racy bit of dialogue aired
by one of NBC's radio networks on the Chase and
Sanborn show (a puppet snake says to Eve. played by
Mae West, “Adam’ll never eat that forbidden apple.”
and Eve responds, “Oh yes he will—when I'm through
with it”). The FCC chairman sent a letter of condemna-
tion to NBC, saying, in part, “You know as well as the
members of the Commission what is fair, what is vulgar,
what is profane. what will probably give offense. It is
your duty in the first instance to guard against these. It
is the Commission’s duty in the last instance to deter-
mine fairly and equitably and reasonably whether you
have lived up to the high duty that is yours.™¥7
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Over the ensuing decades, the FCC engaged in
content regulation only gingerly and erratically. A
1970 radio interview with Grateful Dead member
Jerry Garcia involved Garcia’s frequent use of pro-
fanity, and the FCC fined the station for indecent
speech. A 1973 Supreme Court ruling held that
obscene material had no First Amendment protection
and suggested that obscenity be defined as what an
“average person” applying “contemporary commu-
nity standards™ would find to be “prurient.” The FCC
adopted that standard, prohibiting material that
“describes, in terms patently offensive as measured by
contemporary community standards for the broad-
cast medium, sexual or excretory activities and
organs, at times of the day when there is reasonable
risk that children may be in the audience.™ Still.
many in the industry found that definition of inde-
cency both vague and fluid.

The Current Climate. During the 1980s, the
Republican administration of Ronald Reagan moved
to extract the government, as much as possible.
from the regulation of all commercial enterprise.
broadeast enterprises among them. In practice. that
deregulation weakened the FCC's previous battle
against the creation of monopolies in the broadc:
industry. The loosening of regulations impacted on-air
content in unforeseen ways. The indusiry went
through consolidation, as a few large companies
purchased dozens of radio stations. Because these
companies— Clear Channel, Viacom, and Entercom
most prominently—were publicly held. they became
quite sensitive to public pressure and criticism. keep-
ing a close watch on the impact of negative publicity
on stock prices.

A the same time, several cultural trends brought
greater pressure on the FCC (o examine broadcast
content. First was the popularity of rap music. Expl
sexual language. mixed with images of violence against
police authorities and women, led to numerous com-
plaints to the FCC. Additionally, the increasing popu-
larity of so-called shock jocks on the radio, most
notably Howard Stern, brought an entirely new level
of sexual frankness to morning drive-time broadcasts.
Complaints and fines piled up. But since both rap
music and shock jock programming seemed 1o attract
large audience and advertising dollars. many stations
considered the occasional fine—ranging from $2.000
10 $10.000—simply the cost of doing business.

The so-called indecency of some music and shock
jock talk was matched on the radio by increasingly

Jany

uncivil political discourse. Rush Limbaugh and
Michael Savage. in particular, pushed limits of politi-
cal expression. Nationally syndicated host Michael
Savage, for instance, applauded the prisoner abuse
that was exposed in the U.S.-run prison in Iraq. calling
for even more brutal methods. Occasionally, crude or
insensitive comments brought strong reaction from
station owners. An Oregon radio station owned by
Entercom fired two morning drive-time disc jockeys
after they joked about the recent beheading of U.S.
reporter Nicholas Berg. The station manager issued
an apology, calling the on-air personalities’ actions
“insensitive. inappropriate. and repulsive.

WEEI had several of its own incidents. In 1999,
the Boston Globe announced that it would no longer
allow its columnists to appear on two shows: the
Dennis and Callahan morning show or the afternoon
Big Show. The Big Show relied on regular appear-
ances by local sports personalities and writers o
engage in conversation with host Glenn Ordway. The
talk often became racy and sexually oriented.
Although never approaching the explicitness of
Howard Stern, Ordway and his guests frequently
engaged in what critics called “gutter-level locker-
room humor™® and what Kahn herself labeled *
ual innuendo.” But what offended the Globe most
immediately was an ethnic slur used in reference 1o a
ballplayer.

Then, in September 2003, John Dennis and Gerry
Callahan made jokes that were interpreted as racially
biased. Blue Cross and Blue Shield of Massachusetts
immediately pulled $27.000 of advertising from the
station. Dennis and Callahan both received a suspen-
sion, and Entercom agreed to contribute to a local
scholarship program. Julie Kahn assumed manage-
ment of WEEI just as that response was oceurring
and sent the two on-air hosts (o sensitivity training
seminars. Twice. “Three times if they have 10.” added
Kahn. “It gave us some guidelines, and it scared the
bejesus out of the offenders, and it should have, and I
don’t have a problem with that at all.”!

It should be noted that in none of these cases of
politically inappropriate speech did the FCC inter-
vene. The Oregon station as well as WEEI both took
actions on their own.

Super Bowl Fallout. During the halftime show of the
2004 Super Bowl between the New England Patriots
and the Carolina Panthers (final score — Patriots 32,
Panthers 29). Justin Timberlake and Janet Jackson per-
formed together. At the end of their final duet, “Rock
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Your Body." Timberlake tore off a part of Jackson’
tume, exposing a breast. The performers called the inci-
dent an inadvertent mistake. Timberlake specifically
blaming a “wardrobe malfunction.” MTV., which pro-
duced the halftime show, and CBS, which televised it.
both issued apologies. but the FCC was not mollified.
FCC chairman Michael Powell (son of then Secretary
of State Colin Powell) labeled it a “classless. crass. and
deplorable stunt,” adding. “I have instructed the com-
mission to open an immediate investigation into last
night's broadcast.™ A spokesman for President George
W. Bush added his own condemnation. I think our
view is that it's important for families to be able to
expect a high standard when it comes to programming.™

Within days. fallout from the wardrobe malfunc-
tion escalated. Without even pausing for debate. the
Senate passed a law that, while making no change in
the definition of indecency. did allow for fines as high
as $3 million a day 1o be levied against broadcaster;
technicians. and on-air personalities. “People are tired
of this indecent material on over-the-air public broad-
casts. particularly during prime time when people’s
families are watching,” said bill sponsor Senator Sam
Brownback (R.—Kans.). “We're going to have to
take action because the broadcasters won't police
themselves.”™ The bill passed the Senate by a vote of
9910 1.

By the following April, the FCC had imposed
more fines for indecency than in the previous 10 years
combined. Ironically, although the public outcry
occurred in response 10 a televised incident (of the
530.885 complaints received by the FCC, 530.828
related to the halftime show?), the main targets of
the FCC’s regulatory ire were radio shows, Howard
Stern’s immensely popular national morning show in
particular. Clear Channel Communications, the coun-
try’s largest owner of radio stations (Entercom is
number three behind Viacom's Infinity division).
received a fine for nearly half a million dollars
because of alleged indecency on Stern’s show and
responded by dropping Stern from its six stations that
had previously carried the program. For that and
other threatened FCC fines against Clear Channel.its
management reached a $1.75 million settlement with
the Commission. Viacom’s Infinity. which generates
$100 million selling advertising on Stern’s show car-
ried by its station. announced that it would stand by
the controversial personality. “The format of choice at
Infinity.” Viacom president Mel Karmazin had con-
ceded years before, “is the one that has the largest
cash flow.”™ (No Entercom station carried Stern.)

Still, the specific question of just what consti-
tuted indecency remained unclear. What could or
could not be said? In what context? Attendees at the
2004 National Association of Broadcasters conven-
tion left workshops designed 10 help to understand
both the definition and risk and indecency on the air-
ways in a “fog of high-stakes ambiguity.” 5

For many on-air personalities. the ambiguity of
the situation seemed intolerable, particularly since
their jobs involved up to four hours of unscripted air-
time. “How would you like to be told that if you said
the wrong thing you would lose your livelihood,” said
one writer.“and then, when you asked for some guid-
ance as to what the ‘wrong thing’ might be, they told
you that they couldn’t tell you in advance, but that
they’d have 1o wait until you spoke. and if you said the
wrong thing they'd tell you then. And take away your
livelihood.”>® When a reporter asked Howard Stern
just where the indecency line should be drawn, he
replied, “Oh, dude. who cares? I don’t know where
the line is drawn. I don’t think anybody does. I don’t
think the FCC does.™>

JULIE KAHN AND WEEI PROGRAMMING

The pervasive sexual innuendo and locker-room
humor on both the Dennis and Callahan morning
show and the afternoon Big Show failed to attract
much attention beyond Boston. WEEI faced no
igations or threats from the FCC, and beyond
occasional newspaper columns, those shows proved
remarkably popular and profitable. In fact, in some
part, the raciness of the talk was what attracted listen-
ers. It was well known throughout the industry that
those Clear Channel stations that had been told to
drop the Howard Stern show suffered significant
drops in both ratings and advertising revenues.

But Julie Kahn understood that sexual and polit-
ical content of her programming needed to be kept
within boundaries. Kahn talked to a Boston Globe
reporter about her own feelings concerning where the
line is drawn. Talking about alleged antifemale bias
among WEEI's on-air personalities, she said. “They
could say, like. “Julie Kahn is an idiot. She’s a doofus-
head.” But ‘all women GMs [general managers] suck.”
they can’t do that any more.” The reporter pressed
her, asking if personalities could call Hillary Clinton
an insulting name as long as they did not use that
same derogatory term to apply to “all women.” Yes,
Kahn, responded, that was true “IUs in poor taste, but
technically, it's inside the line. She [Senator Hillary
Clinton, D.—N.Y.] is a public figure.”s

inves




[image: image5.jpg]SPECMCO1_0131477978.QXD 4/20/06 8:54 PM Page 22

22 CHAPTER 1 Strategic Renewal and Change

It was not just on-air hosts who needed to inter-
pret the new climate. A “dump” button combined
with a 10-second delay between the live interaction in
the studio and the actual broadcast allowed show pro-
ducers sitting in a nearby control room to keep track
of what was being said and cut out what they wanted
10 keep from going on the air. Brett Erickson, a pro-
ducer for the Big Show, admitted that he was using
the dump button somewhat more frequently in the
wake of the Janet Jackson furor: “You try not o let it
affect you. Before, we didn’t hear much from manage-
ment., and part of that was the ratings and stuff. Now.
they come down. and you have 10 be a little bit more
careful.”s

In part, the concern was that producers were also
liable for new fines. “Look.” said a WEEI producer.
“suppose I drop a cassette, or I'm getting something
off the Internet, and I miss something and it goes out
on the air. Now. not only can they fine the station,
they can fine me and fine the host. It’s a different
time."0
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