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screen shot of Roberto’sdigital Story, Dear Dad

Gloria wrote her script from the perspective of a college student asking herself the
guestion, who am 1? She used photographs of Mexico and a video of herself. To
illustrate the border crossings that shaped her identity, Gloria began her story by letting
the audience know that she takes her iPod everywhere she goes.

screen shot of Gloria’ sdigital story, My iPod
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Photographs, video, music and voice-over narration of the script were edited with the
assistance of digital technology. In this way various forms of media were used to help the
audience relate to the story without necessarily having to hear commentary about it. This
was particularly useful in the case of Gloria's reflective story about her Latina identity.
Thus, as Gloria and Roberto used their intellect to put it all the pieces of a digital story
together they learned, as Gloria explained that, “ Other people can identify what you're
going through,” the process “makes you think a lot...’ cause even though it’'s your story
you know it represents other people.” Ultimately these students learned about themselves,
about technology, and about the importance of sharing their experiences from their own
perspectives.

Applications and Future Resear ch

The combination of storytelling and technology found in digital storytelling can
be used to develop educational practices that incorporate the funds of knowledge of
Latin@ communities. Weis, Benmayor, O'Leary, and Eyon (2002) used digita
storytelling in their courses about oral history. They found that “the digital storytelling
form authorizes them [students] to lay claim to their own histories, their own voice, and
to use primary sources in authoritative ways’ (Weis et al., 2002 p. 154). In the case of
Gloria digital storytelling “..reaffirmed the fact that | am Latina because, uh, it took me
back to the beginning of it all.” For Roberto the pedagogy of digital storytelling made
him think that “Many other Latinos are just people in general that can relate to my story
in some kind of way.” In the case of digital storytelling the dialogic method allowed
participants to learn about themselves and each other through sharing and interaction.
The use of media technology to bring together written narratives, oral narratives, images,
sound, and visual effects provide digital storytelling with a versatile holistic quality to
tell, share, and research the funds of knowledge of Latin@ students. For these reasons,
we suggest that future research and interventions about Latin@ education include a
digital storytelling praxis—the use of media technology and stories to reflect (research)
and change (act upon) the educational lives of Latin@ students.

While teachers and schools have experimented with digital storytelling at the
elementary and high school levels (see http://www.coe.uh.edu/digital-storytelling/) we
are not aware of studies or programs specifically targeting Latin@ students in K-12.
Given the findings of this study we would like to bring digital-storytelling workshops to
schools and classrooms with a significant number of Latin@ students such as in Dallas,
Arlington, and Denton, TX. In addition, digital storytelling can be incorporated into
educational studies about Latin@s who have migrated to countries other than the U.S.
We are currently collaborating with colleagues from Europe in a study about intercultural
education that involves Latin@ students from Central and South America who are
currently residing in Spain. Many of these students experience the isolation, racism, and
the educational disadvantages faced by their U.S. based counterparts. Digital storytelling
could be used to document these similar experiences and to promote transnational
communication between educators, professionals, and families involved with these
students.

Digital storytelling can be introduced to teachers through teacher development
and teacher preparation programs in both the U.S. and abroad to help them learn about
the experiences of Latin@s in their schools and communities. In addition, digital
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storytelling can be added to existing classroom curriculum about Latin@s or can be
introduced to develop such a curriculum and promote more interactive learning.
Specifically digital storytelling could also be used to develop courses about Latin@s at
the high school level and can be integrated into existing Latin@/Chican@ Studies
programs.

As an applied research tool digital storytelling also lends itself to interdisciplinary
collaboration. The digital storytelling praxis we propose can be enhanced by
collaboration with colleagues with expertise in media technology and storytelling. The
dialogic and technological aspects of digital storytelling require expertise in such areas.
Projects focusing on digital storytelling and Latin@ education can be enhanced by
collaboration among researchers with various skills and knowledge. In addition, digital
storytelling could be used to facilitate the incorporation of Latin@ students as co-
researchers and even as peer mentors to other students. In this sense digital storytelling
can help bridge the gap that often exists between researchers and research subjects,
teachers and students, adults and young people. Digital storytelling can enhance deep
collaboration and dialogue so that the skills and knowledge of young Latin@s are valued
and cultivated in order to support their educational success.
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Abstract

This research examines the dimensions that define the management style and the internal
communication in a group of Colombian news media. The first part exposes the theoretical elements of
the study, a revision of the way in which the dimensions of the style and internal communication are
presented in literature about media organizations and the aspects that are relative to the business
performance of Colombian journalism media. The second part covers the methodology followed for the
field work, the research results, and their corresponding anaysis. The methodology includes the

elaboration of interviews with managers of news media, based on a questionnaire with closed
questions.
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Management style and internal communication.
The case of media managersin Colombia

I ntroduction

Research on the management processes in media companies has been intensified over the last
years, as the communication conglomerates have gained strength (Albarran, 2006). Since it is a sector
that involves entities that work with a variety of products and are organized in a different way, it is
difficult to establish general theories about how to manage them; nevertheless, considering the effects
that the media can have on society, it is justifiable to contribute knowledge in order to build a study
discipline that is focused on the subject (Mierzjewska & Hollifield, 2006).

In the case of the Colombian information industry, research on the sector is pertinent for several
reasons. a) there have been scarce studies done in the country that are relative to the management of
these type of companies; b) the complexity of the social, economic, and political issues lived by
Colombians, forces to have media that is based on principles such as information pluralism,
independence, and the privilege of common interest, objectives that can be reached in an environment
that grants conditions for the fulfillment of free press and enterprise; €) in the latest years, asit has been
happening in the rest of the world, there have been significant changes in the organization structures of
the communication media of the country; such changes are a consequence of technological and
economic transformations, which leads them to operate with multiple supports and in different
geographic regions, and to include useful management models in order to service the administrative
support needed of different business units; d) the proliferation of new media and the struggle for
audiences are making commercial logics displace service ones in decisions referring to contents
(Cebrian, 2001; Bogart, 2003); d) the Colombian spending in the telecommunications sector has
increased in the last decade, specifically in the areas of mobile telephones, internet, and cable television
(Comision de Regulacion de Telecomunicaciones, 2007), aspect that makes the sector attractive for
capital investment.

This series of situations pose the need to revise the way in which the management groups of the
information companies carry out their work in order to make effective processes such as the
organization change, establishment of fluid relations in complex organizational structures, as well as
the support given by the administrative areas in contents management. These topics are susceptible to
be examined under the light of management style, concept that covers a series of dimensions, which,
applied to the sector, contribute knowledge about critical aspects of the managerial function.

In order to start this analysis, the reference is a model that enables to study the dimensions that
define the management style and relate them with the internal communication processes (Preciado,
2007). The model is useful because it highlights the importance of the management style at the time of
understanding the formal and informal organizational structure and offers an explanation about the
influence of the managerial behavior in interpersonal relations.

The article begins with the definition of the concepts of management style and internal
communication, and the dimensions that constitute them. Then it presents the elements that define the
news media sector in Colombia and exposes the methodology followed in the field work, which is
based on the realization of semi-structured interviews, held with a selection of managers of information
companies of the country. The final part includes a series of conclusions.
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1. Management style and internal communication

The reference model for this analysis (Preciado, 2007), defines style as a manifestation of
individuality, associated to personality, and is based on the ideas that the directive has about the
disposition of people towards their work. This ideas guide the behaviors of the directive in the different
roles that he plays and determine aspects such as the motivation systems and decision making that he
recurs to. It also states, that the style is affected by the social, political, economic, and cultural
environment of the time, aswell as by the internal environment of each organization.

The ultimate goal of style consists on influencing the collaborators, since the acts of the
directive are guided towards the search for work effectiveness and to favor the fulfillment of the
organizational purposes. This influence has its place in relations, because these involve an exchange
process in which the personnel reads and interprets meaning in managerial behavior, aspect that
enables to establish the bonds between the concepts of management style and communication.

According to this definition and considering the variables used by management style studies in
literature about business administration, the constitutive dimensions of this concept are the following:
source or nature of the authority, motivation systems used, model that supports decision making and
the temporality covered in planning. An addition to these dimensions is the internal communication,
which is constituted in the mean that enables the management style to be explicit. Each one of these
components is analyzed hereafter.

1.1 Source or nature of the authority

Considering that the dimensions that define the management style are those that enable the
directive to exercise influence, the first element that must be considered to analyze the concept is the
source or nature in which the directive bases his authority. This can raise from the use of a sanctions
and rewards system, in which the directive makes his formal authority prevail, or, by means of the
identification with purposes and values, an option that enables the collaborators to follow the authority
because they themselves have decided and not because others demand it of them (Haslam & Platow,
2001). The existence of values and the common share of these have been signaled as the previous step
for the implementation of an influence system based on identification. Since values are something that
isdone and not said (Larkiny Larkin, 1994), these are only perceptible in the acts of people.

When the frame in which authority is analyzed is the information business, it is precise to
mention the values that rule the journalism exercise, which are based on the defense of the common
interest. As well as on other types of organizations, where these are mostly introduced by the founders
of the company and in this sense it is stated that “...the particular conception that the promoter of the
informative company has about mankind and life (...) will be latent in the inspiring principles’ (Tallén,
1992, p. 135). At the same time they contribute unity (Echeverri, 1995; Iglesias y Blanco, 2004), these
principles enable to distinguish the information company from others that operate in the same
environment, and give transparence to its labor (Nieto e Iglesias, 2000; Iglesias, 2003).

Considering the power division that appears in the managerial function of news media, it may
be complex to find that those who are the managers and those who direct the contents area reflect those
same values in their interactions. This raises the urgency that news media should have unified
principles, which guide the corporate acts (Arrese, 2006).
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1.2 Motivation

A second component of style is motivation, understood as the reasons that the directive
proposes to his collaborators for work. Different studies have shown that the satisfaction of needs is
one of the reasons that move people (Herzberg, 1968; Maslow, 1991), which is why the directives, in
concordance with the different types of needs that they perceive among their collaborators, decide for
one or another form of motivation. This can be of extrinsic character, when they are foreign to the job,
and intrinsic, if the performance of the work is the factor that generates the satisfaction of the
employee.

The most common researches about personnel motivation in media companies has been
centered in aspects relative to the satisfaction of the journalists (Mierzjewska & Hollifield, 2006). They
are described as idealist people, with independence of thought, that are not used to follow orders, and
with a strong sense of authorship of the work that they perform, factors that lead them to defend their
decisions, to not be able for team work, and to be very critical about the decisions made by their bosses
(Redmond, 2006). According to this, the direction must be guided to motivate these people to start
from the satisfaction of needs of high order, assuming not only the differences that are determined by
the specific job, but also the ones derived from the personality and the condition of each individual.

1.3 Decision making

One of the most analyzed dimensions in the style typologies proposed in management literature
is decision making. The authors that consider it defend that the degree of participation that the directive
gives the collaborators, depends on the concept that he has about them (McGregor, 1987; Tannenbaum
& Schmidt, 1958; Likert, 1966). This way, the more positive the opinion, higher will be the
possibilities that the directive del egates decision making.

The studies about communication companies include centralized and participative models for
decision making. Echeverri (1995) shows a classification that covers the authoritarian and participative
styles, and in third place, the schemes in which the direction is able to adapt itself to the ambiguousness
of a situation and do what the moment demands, in the way that situational or contingent models
operated.

Nieto and Iglesias (2000) propose that participation is a decison making model that is
appropriate for journalism companies since, anong other advantages, it is centered on the person, it is
guided to achieve a harmony of interests and helps the promotion of shared responsibility.

When the journalist media determines that they handle two businesses and generate autonomous
structures for each one of them, they are making an effort to decentralize decision making and respect
the issues that compete to each one of these structures. For Tallon (1992) the differences between the
director of the journalist company and the publication director are clear. The first one is the one who
defines the strategies and plans of the organization, as well as the positions and functions, and carries
out the personnel selection. Even though he is in charge of the administrative aspect, he also supports
the development of the journalism and production functions. The publication director, on the other side,
assumes the responsibility about the contents, confirms the editorial policy of the media, has a direct
relation with editors, journalists, and creative department, and in general, he handles the particul arities
of information production.
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1.4 Temporality covered in planning

Another determinant factor of the management style is constituted by the Temporality covered
in the planning systems. This variable introduces difference between the directives that conduct the
organization guided towards achieving short term results and those who intend to anticipate changes,
by setting their attention in a farther future. Precisely, one of the differences found between leadership
and other directive models consists in the leader having the capacity to visualize, and on the other hand
the managers are based on deductive planning exercise that does not have change as a goa (Kotter,
2000). We must include in the analysis of this temporality variable that several studies suggest that
people with leadership tendency are most likely able to handle uncertainty, this is why they tend to
delegate easier and to trust that they will fulfill the vision, even though they do not have tangible proof
of it at the moment (Khaleelee & Wolf, 1996).

If considering that at the formulation of the vision, the leader focuses his attention in afar future
and bets for an idea or origina business concept that breaks the status-quo and transcends the
immediate, there can be a direct relationship between leadership and the model of strategic direction,
therefore the existence of objectives can be compared to having a vision, and breaking what is
established would be equal to the purpose of the strategic direction of “...carrying out different
activities to the ones developed by the competition or, at least, do the same activities in a different
way” (Sanchez-Tabernero, 2000, p. 18). It is precise to state that the temporality considered in the
planning programs of information companies is located, especialy, in the implementation of the
strategic direction model, asit is stated by the researches done (Mierzjewska & Hollifield, 2006).

Based on the leadership studies (Shamir, B., House, R. & Arthur, M. 1993; Bennis & Nanus,
1997; Conger, 1999), it can be stated that this is the most adequate style for information companies, for
two reasons. @) because leaders maintain a permanent disposition towards dialogue with the diverse
groups that have interests on the company; in this case, citizens, advertisers, shareholders, and
investors, government entities and political groups, with whom he thoroughly explores the nature of the
organization in order to find shared and divergent points of view; and b) because the changing nature of
the media forces the imposition of cultures denominated as adaptative, in which it is possible to
innovate permanently, assume risks, communicate clearly and fluently, to be integral and give privilege
to team work (Sylvie, 2003; Pérez-Latre & Sanchez-Tabernero, 2003).

Considering these dimensions as variables that enable to establish differences among
management styles in business management literature, the analysis model used for this project defines
five prototypical styles. laissez-faire, guided towards tasks, relations, leadership and charismatic
leadership (Preciado, 2007). This classification serves as a starting point to corroborate the different
shades that appear in the manageria practices of information companies. As the model also proposes,
these dimensions affect the internal communication process, because they determine the way in which
the directive relates with his collaborators.

1.5 Internal managerial communication

Directive internal communication becomes the means that enables the directive to tell his
collaborators the relation among values, personal expectations, and the work done. It is defined as the
exchange of messages that the directives of an organization establish with their internal publics. Such
exchange has two goals: the firs one consists in guiding the group efforts towards the integration of
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organizational objectives; the second refers to communication as a means of negotiation between the
interests of the directives and the ones of the internal publics, which relates the exercise of influence.

This way, when the goal is to influence through intrinsic motivations, the directive must make a
greater effort of explanation and creation of sense, than if he chose the extrinsic. Since intrinsic
motivations tend to be intangible, there will be a greater need for the directive that uses them, to
exchange messages that make them perceptible. This same logic could be applied for those who direct
taking as a reference a vision in which benefits are uncertain and with long term. The same way, to
promote personnel participation in the decision making process implies an increase in the exchange of
descendent and ascendant messages, to be available for dialogue, and open up to the possibility that the
collaborators may influence the directive. Also, the capacity to motivate the employees to accept the
vision or the goals of the organization can only be done by implementing actions or programs that
favor internal communication.

The communication process is intervened by the communication skills of the directive, the
contents of the messages he/she exchanges, the flow or direction taken by the messages, which may be
horizontal or vertical, ascendant or descendant; the formal or informal character of the information
source, the types of verbal and non verbal expression of the communication means used, which can be
interpersonal, printed, electronic, and audiovisual. Also, it is necessary to integrate to the process, the
support that the directive may receive from the communications area of the organization.

The same way that other topics mentioned in prior pages, internal communication has been
scarcely researched in the information industry, lack that justifies this study. Before the presentation of
the methodology used, there are comments of some keys of the Colombian information media.

2. The Colombian journalism industry

Even though they started in different dates and situations, Colombian press, radio, and
televison have complemented their job of serving the citizens trying to satisfy the needs of
information, entertainment, and education. Throughout their history, they have gone from defending
political orientations, to become companies that try to balance freedom of thought and economic
stability.

2.1 Communication companies and groups

At the beginning most of the media belonged to family partnerships, such as El Tiempo and El
Espectador. Then, as years went by, some of them started to create communication groups or became
part of economic conglomerates, model that started its consolidation in the 80s decade (Rey, 2006).
This is how nowadays; the Ardila Lille organization integrates RCN Radio and RCN Television to its
corporate portfolio. On the other hand the Santodomingo group, which has been the owner of important
companies in sectors such as, banks, soft drinks, and aeronautics, has also been the owner of Caracol
Radio and Television. Currently, they have the ownership of Caracol Television and Comunican S.A.
an organization of which El Espectador newspaper and Cromos magazine are part of.

Besides compete with organizations of regional press and public media, that are specially
focused on the offer of national, regional and local television, these companies compete with others
that belong to international communication groups. In 1999 the Santodomingo group sold 19% of the
shares of Caracol Radio to the Prisa group of Spain, and later on, in 2004, 100% of the radio network
became property of the Spanish group. These negotiations started the consolidation of the presence of
international groups in Colombian communications.
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Another international group is Telefénica. This Spanish organization first entered as a mobile
telephone operator, then, in 2006, it bought 50% of the state communications company, Telecom, for
369 million dollars and currently offers packages of mobile and home telephone services, wide band
internet access, and satellite television.

On the other hand, Teléfonos de México, Telmex, consolidated itself as cable television
operator as of 2007, by purchasing a group of local companies that granted the service. Today, it
manages 54.6% of the closed television in the country. Also, América Mdvil, partner with this group, is
the first mobile telephone operator through Comcel, a company that has more than 20 million users in
Colombia (Comision de Regulacién de Telecomunicaciones, 2007).

In September of 2007, Planeta and Casa Editorial El Tiempo, CEET, closed a deal in which the
Spanish group bought 55% of CEET and 40% of the City TV television channel, for 165 million
dollars.

In the most important national communication groups it is necessary to mention Publicaciones
Semana, which manages Semana, Dinero, Soho, Fucsia, Jet Set, and Arcadia magazine.

2.2 Audiences and advertising investment

During the last years, and as it has been happening in other parts in the world (Cornog, 2006),
Colombian newspapers are facing a decrease of readers, situation created by the acceptance of on line
free editions and because current society is more visual orientated, and tries to interact more with the
information. According to the Estudio General de Medios, EGM (Primera Ola 2007), the reading
indexes of the newspapers of the country decreased 10% between 2005 and 2006. Currently the most
read newspaper at nationa level is El Tiempo, and there are also leaders according to the regions, as it
appearsin Chart 1.

Chart 1. Most read newspapers

Newspaper Daily readers
El Tiempo 1.249.900

El Colombiano (Medellin) 282.700

El Heraldo (Barranquilla) 233.200

El Pais (Cali) 196.700

El Universal (Cartagena) 182.000
Source: Estudio General de Medios, EGM, Colombia. Primeraola, 2007.

The evolution of the magazine market has tilted the demand scale towards entertainment topics
and the frivolities of the national and international events. Even though Semana holds its leadership in
the current information sector, other publications that aim towards entertainment contents appear as
leaders in this media group.
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Chart 2. Most read magazines

Magazine Number of readers
TV y Novelas 1.131.900

Soho 899.700

Semana 789.700

TU 603.300

Caras 510.000

Source; Estudio General de Medios, EGM, Colombia. Primera ola, 2007.

Concerning radio audiences, the studies state that in Colombia, musical contents are over
information and opinion (TGI, 2007). Thisis why it can be stated that in the country, radio constitutes
an entertainment media over an information media. The radio stations with information contents that
have the largest audience indexes are Caracol Radio, RCN Cadena Basica and La W Radio, as it
appearsin Chart 3.

The most intense competition for television audiences is between the two private channels,
Caracol and RCN. Followed in rating by the channels offered by cable television operators, as it
appearsin Chart 4.

Chart 3. Audiences of informativeradio
Average main cities (Bogotd, Medellin, Cali, Barranquilla, Bucaramanga)

Radio station %

Caracol Radio 4.80
RCN Cadena Basica 4.22
LaW Radio 2.50

Source: Elaborated by the author with information
from Target Group Index, TGI, Primera Ola, 2007. |bope Colombia.

It is important to mention that Colombia is the second country in Latin America in entrance of
paid television, with atotal of 1.78 million subscribers, after Argentina (Portafolio.com, 2007). Talking
about regional public television channels, Teleantioquia is the one with highest audience levels as it
appearsin Chart 5.

Chart 4. Television channels with highest audience levels

Channel Rating reached %
Cana RCN 97,36
Caracol 82,54
Discovery Channel 17,06
Animal Planet 15,18
City TV 12,11

Source: Estudio General de Medios, EGM, Colombia. Primera ola, 2007.
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Chart 5. Regional television audiences

Channel Rating reached %
Teleantioquia 10,6

Telecaribe 8,6

Telepacifico 8,6

Telecafé 2,6

Source; Estudio General de Medios, EGM, Colombia. Primera ola, 2007.

The intensification of the competition between telephone companies and television operators
explains the noticeable growth of internet in the country. According to the information published by the
Comision de Regulacion de Telecomunicaciones (2007), Colombia had, by June of 2007, 10.1 million
users of this service, which represents a penetration of 23%, index that surpasses the access measure in
Latin America, which is 20.8%. The most visited news media on the internet is eltiempo.com, which
recorded atotal of 14.377.847 visitors according to the Estudio General de Medios, primera ola 2007.

It must be mentioned that the media with the most advertising investment in the country is
television. This way, the total amount paid for advertising in national channels in 2006, was 381
million dollars, the highest number in the history of this media, and 10 million dollars for cable
television (Semana.com, 2007), followed by the radio and newspapers. The performance of advertising
investment in media between January and September of 2007 is summarized in Chart 6.

Chart 6. Summary of advertising investment in media
January - September 2007 (in thousand dollars)

Media | nvestment %
Press 390,272,073 15%
Exterior advertising 53,510,535 2%
Radio 618,995,771 25%
Magazines 105,745,714 5%
National television 925,311,862 42%
Regional television 149,704,931 7%
International television 85,844,388 4%
Totals 2,329,394,274 100%

Sour ce: Ibope Colombia, 2007
3. Methodology

The goal of this work is to carry out an exploratory analysis to determine the way in which style
dimensions and internal communication is presented among the managers of Colombian news media.
The methodology used is supported by semi-structured interviews, which have enabled to center
the research on common elements, as well as to broaden the information granted by the managers of the
journalism companies, in the cases that their answers have required it. The guestionnaire used has 37
guestions, in present time, in multiple choice formats, and with a grading scale from 0 to 5, and guided
towards knowing the appreciations of the managers about their directive and communication practices.
The selection of the mediainvited to be part of this study was centered in those that produce and
transmit news contents and have the highest audience levels of the country, according to the data of the
Estudio General de Medios, primera ola of 2007 and the Target Group Index, TGI, primera ola 2007.
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The guests were 36 directives of information companies from Bogota, Medellin, Cali, Barranquilla,
Bucaramanga, Manizales, Monteria, and Culcuta, considering that these cities constitute the main
centers of political and economic power in Colombia and are the base for the journalism companies
that report the highest audience levels.

Chart 7. Sample composition

No. City Position Number of
employees
1 Barranquilla Manager of the regiona television | 22
2 channel 320
Manager of the regional newspaper
3 Bogota Manager of the national multimedia group | 3.500
4 CEO of the national radio network 1.267
5 Genera manager of the national radio | 800
6 network of an international group

Administrative  Vice/president of a| 829
national television channel

7 Bucaramanga Manager of the regional radio network 52

8 Administrative director of the regiona | 30
radio network

9 Cali Manager of the regional newspaper 580

10 Manager of the regional radio 55

11 Culcuta Manager of the regional newspaper 140

12 Manizales Manager of the regional television | 31
channel

13 Medellin Manager of regional radio 130

14 Manager of regional radio 120

15 Manger of regiona newspaper 200

16 Manager of the regional newspaper 550

17 Manager of the regional television |97
channel

18 Monteria Manger of the regional newspaper 145

In the case of national radio networks there were interviews to the highest directives of the main
office in Bogota and the regional managers, considering that even though they operate in the same
organization, the regions have their own information routines and a certain degree of autonomy in the
handling of information and the administrative affairs. The national television channels do not have
administrative structures in the regions; this is why the interviews were done in Bogota. There was a
similar process in order to obtain information form national newspapers and magazines, which have
correspondents, but no administrative structures in the regional capitals. The interviews were done in
the months of June and August of 2007. The final sample is made up by 18 directives of 8 cities and
companies of different sizes, asit appearsin Chart 7.
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4. Results

This section shows the results of the applied work. The answers are exposed and analyzed in
two parts. one is dedicated to the style dimensions and the other presents the elements that intervene in
the internal communication process.

The interviewed mangers are between 35 and 60 years old. 11% are women and 89% men. The
experience in the sector is from 2 to 35 years and the seniority in directive positions ranges from 2 to
26 years.

4.1 Source or nature of the authority

As it has been stated previoudly, the organization values that guide the decisions and acts of
directives day by day are constituted in dimensions that enable to base authority on identity generation
processes. Towards the question about which are the different values of the news media, 64.8% of the
interviewed managers mention the ones of the journalism exercise: impartiality, credibility, objectivity,
transparence, respect for mankind, and the defense of truth.

The person is recognized as the center of the organization and it is considered that if the
employee has high morality standards, that person will be able to transfer those values to the
information product. Therefore, the characteristics of the employees make up the second most
mentioned group of values, with a 18.5%. These cover the capacity to integrate, for team work, and
“serving with passion”. Media with public character highlights in this segment: tolerance, non violence,
inclusion, and work for peoples rights. In third place, and with 16.7% of the mentions, appear the
values of the information product, among them, technical innovation and quality.

4.2 Motivations

The two types of motivation that are valued the most by managers of the sample have been promotions
and recognition for job well done, which, in both cases, were graded with 5, by 61% of the interviewed,
inascalefrom0to 5.

Among the intrinsic motivations the most outstanding are the answers favorable towards
challenge proposition, the realization of training courses, projects management, and the possibility for
employees to work in their areas of interest. The distribution of this group of answers is illustrated in
Graph 1.
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Graph 1. Use of intrinsic motivations
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Talking about extrinsic motivations, the answers were more distributed, as it appears in Graph
2. This group is made up by actions such as the delivery of incentives for fulfillment, especially guided
towards commercial and sales personnel. Journalists receive bonus payments, even though it is
accepted that these are scarcer each time and are granted only in exceptiona cases. In multinational
companies, the decision about increase of salaries or granting additional payments is taken by the main
office, therefore the regional manager is limited to recommending when and to whom these should be
given.

Graph 2. Use of extrinsic motivations
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4.3 Decision making

In order to analyze the levels of centralization in decision making it is necessary to consider
aspects that add complexity to this process in information companies. The most outstanding are the size
of the organization, the belonging to communication groups, the different command levels present, and
the aforementioned power division. Thisway, in 72% of the casesit is stated that the management and
direction of contents maintain coordination relations. The management and, in genera, the
administrative areas, make decisions and grant following to the journalism areas concerning payment,
employment systems, and the contents of the training programs that they offer.

In small media, especialy regional newspapers, there are cases in which the same person takes
care of the management and contents direction. Thisiswhy it islogical that decision making tends to
be centralized. In group owned media, centralization is understood as the decisions made by the chief
executive officers or the general management, participation as those decisions made between this office
and the directives of the regions, and empowerment as the decisions made in the regions, without
consulting the main office.

Graph 3. Model followed for decision making

Supplier contracting 28% 44% |
Advertising spaces 44% m
Training programs 50%

Publication of information
that affects the media 28% 28% | 1% |
business environment

Competitiveness strategy 78%
Persgnnel Conttjact.lng, 399%
sanctions, and dismissal
Licenses, promotions and 3996
bonus payments
Yearly budget 67%
Organization values and 7204
culture
B Centralization B Participation O Empowerment O DK/DA

Source: Elaborated by the author
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In the case of mediathat is property of international groups, centralization is understood as the
decisions made at the matrix office and in Bogotd, participation, as those that are made by national
directives with regional directives, and empowerment, as the decisions made in the local environment.
Graph 3 shows the distribution of answers for the question about who make decisions according to a
series of decision areas that have been consulted.

The most common models tend to be participative. These are presented especially in decisions
about the competitiveness strategy (78%). Other decisions that are based on the participative models
are: the definitions about organizational values and culture (72%); yearly budget (67%), which,
generaly, is done in the areas, but approved by management or chief executive officers; the choices
concerning contents and moments of the education and training programs (50%) and, in fewer amounts,
the definition of spaces for advertising (44%). Decisions relative to this last subject are mostly
responsibility of the managers, and the commercialization and sales areas, in the case of some regional
printed media.

The issues that have the most centralization in decision making are the granting of licenses,
promotions, and bonus payments (44%) and the handling of contracts, sanctions, or personnel dismissal
(39%). Last, empowerment is mostly used, but not in a significant way, in the supplier contracting
service (44%).

4.4 Temporality covered in planning

In 79% of the organizations of the sample there is a strategic direction model, since there is a
formally written mission and vision. Their contents are defined by the board of directivesin 78% of the
cases.

88.9% of the companies have a mission. The elements integrated in these statements include: @)
the type of contents delivered, in this case culture, entertainment or information; b) how work is done,
aspect that represents the differential value of the media: lending a social service, offering a accurate,
on time, impartial, and objective information product; c) the public for whom work is done or the ones
expected to be satisfied and that are the advertisers, audiences, investors, and employees; and d) the
ultimate goal of the work, which covers the fulfillment of the right to information, democracy, and free
enterprise, the generation of profitability for investors, to hold the media production and
commercialization business and, in regional television channels, to work for the development of the
community, the strengthening of regional identity, and the aperture to the world.

79% of the organizations of the sample have a vision. In large companies the contents aim to
maintain the difference in audience and advertising levels, to venture in the information packaging in
other supports, this is why they include the promotion of innovation, the development of electronic
media, and other non conventional, as well as the expansion towards national and international
markets. In audiovisual mediathere is arush to be updated in technological advancements.

Regarding the comments about the mission and vision contents it is understood that the people
interviewed have a clear idea of the fact that the information contents is only one and what makes the
journalism industry is, basically, to adequate it to diverse supports, depending on the economic
capacity, the infrastructure, and the public to whom it is directed. While large media have in their
mission statements, concepts such as consolidating a model for contents convergence or to operate as a
multimedia group; small media also includes these elements in their vision statements.
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4.5 Internal communication

This part of the study presents the results of the question relative to internal communication, in
two sections. First there is an analysis of the aspects related to the way in which the directive manages
his/her own communication and how he/she coordinates it with other people and areas. Second, thereis
an exam of the following dimensions of managerial communication: message contents, ascendant
communication, informal and forma communication and availability and use of interna
communication media

a. Communication planning and coordination

This group of questions determines the degree of coordination between the managerial action
and the ones of the other members with positionsin the organizational hierarchy.

After consulting if there is a formally written internal communications plan in the company,
39% of the interviewed stated that they have it. The remaining 61% does not have it. Generally, the
companies that stated that they have a plan are the largest ones, even though there are small
organizations that have historically made one.

When they were asked about what they understand as a communications plan, the directives
explained that it consists in adjusting the communication needs of each moment to the internal media of
the organization. The conversation about the plan leads to questioning about the existence of a
dependency in charge of the of the company’s communications. This is how 72% of the media of the
sample has this area. This data includes the regional branches of the radio networks, considering that
they have organizational communicators, even though they are in Bogota.

In media with internal communications plan, 45% of the managers give suggestionsto it, and in
33% of the cases, are informed abut the contents and in charge of approving it. It is important to
mention that the communications personnel depend, in national media of the human resource areas.

Graph 4. Communicatorsfor internal publics
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After asking who is in charge of delivering messages to the internal public, it was found that
this role can be performed by several people. Asit can be seen in Graph 4, in 34% of the sample it is
done by the interviewed managers, followed by the heads of departments, 34%, and the communication
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area, with 22%. As it is mentioned in redactions, the directors operate as messengers, except when
concerning to administrative issues, in such case thisrole is assumed by the manager. When it is about
information relevant to national companies, the chief executive officers or the general manager makes
an official communication. The communication departments fulfill the role of messengers by through
internal bulletins.

Graph 5. Meeting frequency with internal and external publics
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To find out aspects about the time that directives spend on communicating with internal and
external publics, and also to detect the relations network that they hold, they were asked about the
frequency with which they communicate with a series of people or groups that have influence in the
organization. The result was that 83% of the interviewed interacts every day with the employees under
his command and that 67% of the sample meets every day with the heads of the commercial area or the
sales department. 39% stated that they meet once a week with personnel from the communications
areas and, in general terms, the answers are scattered in what regards to other publics. The distribution
of these results appears in Graph 5. It must be mentioned that 28% of the interviewed mentioned that
they meet every day with the contents director.

After asking about the planning of the contents of the messages that mangers divulge in
meetings and special events, 50% grades their performance with 5, 39% with 4, and 11% with 3. This
guestion was made in order to determine the way in which directives take conscience of their
communication acts. The same purpose operated when consulting if they worried about their non
verbal communication. In this field, 45% of the sample graded themselves with 5, 28% with 4, 22%
with 3, and 5.6% stated that they never thought about these topics.
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b. Communication dimensions

1) Contents. After asking the managers if they divulge contents oriented to strengthen corporate values,
39% grades this aspect with a4, 27% with 5, 17% with 3, and the remaining 17%, with 2, which states
that thisis not an outstanding among the interviewed, as it appearsin Graph 6.

Graph 6. Manager divulges contents oriented to strengthen corporate values
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This group of guestions included another one about how are divulged the vision and mission
contents and the values oriented to generate identification on behalf of the internal publics. It was
found that these contents are mostly communicated in the inductions done to new employees, option
signaled by 83% of the sample. 61% expressed that they are available when any one requires it and
56% stated that they can be consulted at any time through the Internet.

2) Ascendant communication. Directive meetings are the means used in 79% of the companies, when
the employees are interested in giving their opinions and initiatives before the management, the general
management or the chief executive officers. Concerning this subject there are also important
mechanisms such as the suggestions box, meetings with immediate chiefs, and e-mails, answers that
are explained in Graph 7.
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Graph 7. Channels established to know personnel inquiries and suggestions
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3) Formal and informal communication. There was a consultation about the three communication
processes to detect the degree in which the directives implement informal communication: a) tours
through the office, motivated by the interest in exchanging information with the employees,; b)
participation in extra labor activities with the personnel in charge, and c) the way in which the
employees have access to the directive. It was found that 67% of the interviewed goes through the
office every day and 28% once per week. Also, that the goal of the toursisto do follow up to tasks, in
45% of the cases, and that 39% of the times the topics mentioned have to do with problems of the
employees.

The answers about the participation of managers in extra labor activities do not show any
significant tendencies. When asked about the way in which employees have access to the directive,
67% stated that, generally, people call to the door of their office, which means that in this cases
informal treatment is the most used. The remaining 33% states that employees ask for an appointment
with the secretary.

The communication means that are mostly used by the managers are formal meetings. These
can be daily or weekly, when there is participation of the personnel of the areas under their charge, and
monthly, when the objective is to coordinate labors with other dependencies. Meetings are useful for
the interviewed because in these there are decisions made and there is assignment of responsibilities,
and because they enable to personalize relations.

It must be mentioned that for the directives of the sample, the formality or informality of the
communication is mainly determined by the type of people that participate in the exchange of
messages. Informal meetings are more frequent with personnel under their charge and the formal ones
are when there is the presence of superiors or directives of areas with which there is a weak relation.
Last, face to face meetings are used when the contents of the communication is relevant or discussed
for the first time.

4) Availability and use of the means of communication

The existence of means of internal communication between the media group of the sample is
relevant, considering that 100% has billboards or bulletin boards, 83% uses written memorandums,
67% has an internal bulletin and uses memorandums through e-mails, and 44% has Intranet,
distribution shown in Graph 8.
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Written memorandums are especially used to divulge decisions taken in meetings, as a means
that enables to send information downwards. Intranet and e-mails represent tools that make possible for
the employees to receive information continuously.

Graph 8. Availability of internal means of communication
Positive answers

Intranet 44%

Internal bulletin |67%

E-mail

67%
memorandums |

Written

83%
memorandums |

Billboards and
bulletin boards

Other 11%

Source: elaborated by the author

| 10096

5. Conclusions

This analysis has enabled to obtain information from those who are responsible for the
administration in an important group of news media of Colombia, regarding the way in which they
practice the dimensions that define the management style and internal communication.

After asking about organization values, most of the interviewed signals as the ones of the
journalism profession as the most distinctive, which increases the possibility that people from areas
different that redaction can identify with them and find a sense to the work they do. This result would
get the directives of the sample closer to the leadership style, since the leader sets his effort in the
creation of a unified identity of the company, a product of the sharing of needs and objectives. Now,
the exercise of divulging these values is not strong among the interviewed, which would decrease the
possibilities for these directives to base their authority on identification processes.

It was found that participative decision making rules, procedure which, even if it is associated to
directive models that are oriented towards relations, results really appropriate for this sector,
considering the division of powers presented in it. This model, in any case, must not argue with the
autonomy of the areas to make their corresponding decisions, and in those that should strengthen
decision making models that are closer to empower ment.

As it can be seen in the answers obtained, the type of motivations chosen do not depend solely
on the style or the point of view of the directive concerning which are more pertinent, but also on the
organizational conditions, since it has been found that in many cases, some incentives, especialy
economic ones, are subject to decisions taken in higher hierarchic instances.

Concerning the vision and mission formulations, there are evident issues concerning the size of
the organization and the capacity of the media to diversify and have access to new technologies. It
could not be said to not consider the long term of these statements, but that they are based on the
technological and economic environments, and that there are short in what regards to new formats and
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the innovation in genres and narratives. Since it touches the contents directly, this analysis must be
done, detailed, in a study of the style dimensions applied to the aforementioned directives.

In genera terms, the communication of the interviewed group of managers is characterized for
giving priority to employees in the exchange of messages. This is how the manager function regarding
this subject isto serve as alink with other areas, specifically, by coordinating actions with the contents
direction. The distribution of the aforementioned questions about the level in which they plan the
messages that they give in meetings and rallies and the degree in which they take conscience about
their communication behavior, reveals that these directives tend to express themselves spontaneously.
This way, actions such as planning, coordinating, controlling, and following of their communication, is
not significant in the sample; thisiswhy thereis a need to reinforce the development of communication
skillsrelated to these series of processes.

The answers relative to the communication areas state, largely, that its existence does not have a
direct relation with the size of the companies. The same way, it isinferred that the work that they do is
not important in some of these media, since institutional communicators depend on the human
resources area and not the directives or the chief executive officers. In many cases they do not fulfill a
strategic function, since they are in charge of producing means and it is not mentioned, among their
labors, to enable message exchange among the different organization dependencies, to mediate and
help to make visible the interest of the areas in the organizational context, or to help the management of
the communication of the directives. According to the model of analysis between style and internal
communication taken for this research, the directives that recognize the importance of communication
in the organizational context tend to create these areas, to be supported on these, and give them
representation in the dominant coalition or managerial group, so the communicational factor is
considered at the moment of making corporate decisions.

The state of ascendant communication is positive, since all media have mechanisms for the
direction to know the opinions of the personnel. These result have a direct relation with the frequency
of the meetings and face to face encounters, it can be said that there are spaces for bi-directional
exchange. It is precise to highlight that the meeting is the most used means of communication in
organizations in which there are participative models imposed for decision making, which is related to
the answers obtained in the analysis on decision making.

Regarding the intensity of formal and informal communication, it must be highlighted that there
isacertain level of balance in the answers, even though there is formal access to the directive when an
employee needs to talk to them, there is also the case of managers that support themselves on
interactions of informal nature, such as the tours through the office and the generation of aless stressful
environment when the meetings are done with the personal under their charge.

Finally, internal means of communication are perceived as complementary to interpersonal
communication, which states that, any way, there is a selectiveness criteria when these are used.
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