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JOMC 719

Leadership in Digital Media Economics

UNC School of Journalism and Mass Communication

Spring 2014

Jim Hefner

Professor of the Practice

329A Carroll Hall

910-315-3485

jrhefner@email.unc.edu
Office Hours:

9 a.m. to noon, Monday-Friday
and

 by appointment
Leadership in Digital Media Economics.  Interesting title for a course.  But what does it mean?  Well, it depends.  Of course, it’s about leadership.  The word’s right there in the title, after all.  Okay.  So far, so good.  How about digital media?  What does that mean?  That’s where the word depends enters the picture.  To some it would mean what we call “new media” – Google, Facebook, YouTube, Amazon, etc.  And, most certainly, those companies will take up some of our time in this class, one way or the other.  But new media have come to mean different things to different people these days to the point where the term has become vapid.  And isn’t all media digital?  One could certainly make that argument.  And how about economics?  Really?  Is this a course about markets?  I’m not good with math, some of you may be thinking after reading less than one paragraph of this syllabus.  Breathe easy.  I’m not good with math, either, and I have managed businesses grossing more than $60 million.
So what’s in a name?  Plenty.  And we will be exploring those avenues, together, for the balance of this semester.  This course is about the media.  It’s about leadership and management.  It’s about confounding change.  It’s about paradigm shifts and the people and businesses that produce them.  It’s about strategy.  It’s about innovation.  It’s about creative destruction, or as a friend of mine used to say: “Sometimes you have to shoot your own dawg.”  (I know.  But it sounds better in the original Southern.)  It’s about the economics of the media.  And it’s about following the money – now and into the future.  Most importantly, it’s about a process of approaching leadership when the very foundation of the business or organization may be crumbling, or when opportunity is right there for the taking, or both.  Yes, we will be taking this journey using the media as the prism through which we will consider these issues and others.  But the media in this case are only the prism. The critical thinking associated with this course should be applicable to you in any number of other endeavors well outside the world of media.  Change leadership is useful no matter the disciple.  Thanks to the digital revolution, what organization isn’t facing the need for innovation?  And so on. And so on.
Welcome to JOMC 719 and I trust you will enjoy the ride.

Objectives:  Media in this country -- during the past century and more -- are engaged in a constant, foot-pounding march toward monopoly and consolidation.  That march is halted by brief periods of deconstruction, produced either by the government or market forces or both.  Then the march starts all over again.  And so on.  And so on.  Throw in a paradigm shift and another lull may present itself, but soon enough the boots will be back in formation and the forces of the media are following the sound of the guns.  Understanding this fundamental is fundamental to understanding media economics.  And it’s fundamental to the approach we take to leadership within the industry, and the means and measures we undertake to become or remain competitive.  The same structure is present in many other businesses and organizations.  What strategies do we employ?  Can participatory management assist us in remaining competitive?  It’s all about the customer, right?  Well, not necessarily. And what is creative destruction, anyway, besides an oxymoron?  It is the objective of this course to answer those questions and others.
Outcomes:  That is the point.  Outcomes.  As managers and leaders the job is seeing the future – anticipating the future – in many ways.  How can we anticipate outcomes in the media industry, for example? And as leaders how can we point businesses and organizations in the proper direction in order to take advantage of those anticipated outcomes?  Or produce the outcomes we desire?  This course is designed to introduce those questions and that kind of thinking. 
Class Requirements:  
Synchronous session and discussion board participation (30 points)

Participation, particularly considering the distance nature of the class, is critical to achieving the above mentioned objectives and outcomes.  Consequently, it will be an important part of an eventual grade.  Participation in this class includes synchronous sessions and discussion boards, primarily.  In addition, you will work as a team once during the semester to lead the discussion board.  
Here’s how it will work.
Every other week there will be a synchronous session of 30 minutes or less.  Those sessions will be conducted on Tuesdays at 6 p.m., except for the first session. Since classes officially begin Wednesday, January 8, our first synchronous session will be on Thursday, January 9.  (I am thinking 6 p.m.  If 6:30 p.m. would be better for most of you I would be happy to entertain that schedule to accommodate you.) Those sessions will be interactive.  By this time in your course of study here at the School I understand you get the drill.  The sessions will be taped for those who may not be able to attend from time to time.  You should make every effort to make that the exception, however.  In those synchronous sessions I will be bringing the issues associated with your readings to the fore through a variety of vehicles, including timely trade or popular press articles that may move the conversation along.  This will not be a one-way street, however.  I would expect each of you to participate throughout the semester.  During the first synchronous session week I will be leading the discussion board, posting comments and questions associated with the readings and current industry issues.  After that first two-week module (since classes begin on Wednesday the first two-week module will be shortened.), student teams will be leading the discussion board.  After that we will get into our regular rhythm: Synchronous session and student team-led discussion board for the first week of the module; during the second week students will write a five-page reaction paper to the reading.  Issues from the discussion board may come up in the paper, but these reaction papers should not be a regurgitation of posts.  The discussion should only be used for a jumping off point where the three or four major points of the literature are examined.  Practical application from your jobs or other interests will be privileged in the grading of these reaction papers.
As mentioned we will consider topics for a two-week period, or module.  This will be guided by the book assigned to be read during that two-week period.  For example, the first book to be read is The Master Switch by Tim Wu.  During the first week of each module, we will consider articles ripped from the trades or popular media in terms of considering the material within the assigned book.  For example, there is a huge battle brewing concerning a new product called Aereo.  The battle has already entered the courts and may take years to resolve. Broadcasters and other players in the traditional media contend the ultimate decision in the case may decide the fate of the broadcasting down the road.  As you will come to understand through your reading of The Master Switch, the government – including the courts – many times decides the winners and losers in the digital media world.  An article concerning Aereo might be provided by me during the first week of that module and become the foundation of our discussion board that first week (and in the case of The Master Switch the first full week of class, January 13-17, as well.)  Beginning with the second two-week module, January 21-24, student teams will be expected to seek out such relevant articles, if appropriate, as they lead the discussion board.  Net Neutrality would be a possible approach.  There are many others.  That will be the cadence of the class as we move through the semester, as you will see in the weekly schedule below. 
No reaction paper is required for The Master Switch.
In some measure it depends on what’s going on during the semester in terms of our topic at hand, or the news peg we choose in order to consider the literature.  In other words, events may direct our discussion.  For example, when we are considering strategy we may have the opportunity to pluck an issue such as retransmission consent negotiations and the resulting broadcast television blackouts being produced.  The options are unlimited.  The teams will be expected to be creative as to how these discussions are framed and how they move along toward clearly and effectively communicating the important issues raised.  For example, The Art of War is really about strategy.  What is going on in the digital media universe that would help bring the thinking of Sun Tsu two thousand years ago back to life today?  And so on.  And so on.  There is no formula.  Part of measuring your command of the material is how you address this assignment as a team.  By this time you have a great deal of experience on these boards.  It’s time to show what you can do.
During the first week of each module I would expect each member of the class to make posts during the week of the synchronous session as the individual teams lead the discussion.  How many posts would that involve?  Good question.  How long?  Another good question.  I would think each student should make posts daily as we attempt to unravel the material and consider the implications.  I don’t think the posts, necessarily, have to be any longer than a Tweet, but they must move the conversation along.  They should get to the heart of the matter quickly and succinctly.  I come from the broadcasting industry where brevity and effectiveness are equally honored.  I expect thoughtful, penetrating analysis indicating not only a familiarity with the material, but also at least a suggestion of command.  I don’t expect Gone With the Wind, literally or figuratively.  In addition, I would expect enough posts to assure me the student is thoroughly engaged in the discussion.  Participation will be an important portion of your grade.
Generally, the discussion board will be opened immediately after the Tuesday synchronous session beginning each two-week module.  (That will be the case for the first, partial week, but the boards will remain open through the second full week that module, only.)  The boards will close Monday morning at 9 a.m. of the second week of each module.

Team leadership 10 points.

The following are the leadership teams for the discussion boards through the semester:

Team 1, Ammerman, Angst, Blake

Team 2, Brock, Calabrese

Team 3, Clark, Defranza, Doby
Team 4, Donnelly, Gwyn, Hillenbrand

Team 5, Inch, McSwain, Passingham
Team 6, Vanderwalde, White, Whitley 
Reaction papers (30 points)

As mentioned, you will be reading a book every two weeks.  By 5 p.m. on the Sunday ending a two-week module you will be required to submit a reaction paper of five pages in length, double spaced and in 12-point Times Roman type.  The due dates are noted in the weekly schedule.  These papers are NOT book reports.  Rather, they should be your reaction to what you have read.  Your application.  My thinking is that the first week of a module is for exploration – bouncing ideas around during our discussion board sessions that may jumpstart individual thinking.  The second week is for individual reaction and reflection, especially in an effort to apply the literature to your vocations or areas of interest.  What does all this mean?  What does it mean to me?  There may be times when you can apply the material to your own work or area of interest as indicated earlier.  Other times that may not be possible.  No matter, your reaction paper should demonstrate your command of the material and make an effort to apply it.  For example, in The Master Switch Wu chronicles how the government historically picks winners and losers in the media industry.  This manifests itself many times with the government protecting established media interests at the expense of disruptors and new technologies. The government does the same thing in other industries.  You might consider how the government does this, or may do it, in your area.  You should react to the three or four major points of the book.  There are many other possibilities.  There is no formula.  Be creative.  That’s part of the deal.  Just don’t be redundant.  Again, this is not a book report.  
Final Project (30 points)
Your final project will be a 10-12 page synthesis paper.  Again, this should be double spaced and in 12-point, Times Roman type.  This paper is due by midnight May 1.  In this context a synthesis paper means taking the whole of the course – books, related articles, discussion boards, synchronous sessions – and writing a meaningful paper bringing everything together.   We will have considered strategy, creative destruction, change management, and other related topics within the world of leadership and digital media economics.  For example, you might take a trade or popular press article and examine the issues more thoroughly by considering what we have read and discussed throughout the class.  For example, you might consider net neutrality (by the way Wu coined that term) and use it as your frame for the paper; consider the issue through all your readings, etc.  It would become a jumping off point or springboard, if you will, for your paper.  On the other hand, you might take an issue from your work that is at least somewhat relevant to digital media economics and do the same thing.  A topic treatment must be submitted and approved by the professor before a paper is undertaken.  The deadline for submission will be included in the weekly schedule below.
Course elements and percentage of the final grade:
· Participation                                                     30%

· Team leadership                                               10%

· Reaction papers                                                30%
· Final Project                                                     30%
Late Work:  Late work will not be accepted.  Any work not turned in on time will receive a zero (0) grade.
Honor Code:  Each student in the class is expected to conduct himself or herself within the guidelines of the University Honor Code.  All academic work should be done with the highest level of honesty and integrity that this University demands.  The honor code will 
be enforced.  
Required Reading:  
The Master Switch: The Rise and Fall of Information Empires, Tim Wu, Random House, 2010.  The Master Switch will serve as a foundation for the class as we consider digital media economics.  You will be introduced to what Wu calls The Cycle.  In addition, the book does a good job of considering the role the government plays in picking winners and losers in the media industry.  That role continues to this day.  Think about net neutrality or Aereo.  While you do not have to write a reaction paper for the book, you will need to talk about it during discussion boards.  In addition, the book will be a foundation for the remainder of the class.  In other words, many of you do not come to the table with a background in media, generally, or digital media, specifically.  Wu’s book will give you a frame of reference.
The Innovator’s Dilemma: When New Technologies Cause Great Firms to Fail, Clayton M. Christiansen, Harvard Business Review Press, 1997, 2000.  Unlike The Master Switch, where the government may be picking winners and losers, Christiansen takes the more traditional look at how new technologies (digital media being a primary player) act as disruptors and catch even good companies asleep at the switch.  One interesting proposition Christiansen offers is that customers—good customers—play a major role in some of these failures.  In other words, your best customer may lead to your demise.
The Structure of Scientific Revolutions, Thomas S. Kuhn, University of Chicago Press, 2012.  Let me be honest.  This is a hard read.  Dense.  But it is important that you get through it.  It is foundational to understand Kuhn to understand the paradigm shift traditional and digital media are confronting.  After reading the book I suggest you read about Kuhn (not all that much).  Reading about him will be helpful in understanding the book and its implications.
Creative Destruction: Why Companies That Are Built to Last Underperform the Market –And How to Successfully Transform Them, Richard Foster and Sarah Kaplan, Random House, 2001.  This book is not directly related to digital media, but the issues and cases being discussed are easily transferable to the industry – both the defenders and the attackers.  The new destroys the old.  It’s been that way.  It’ll always be that way.  The issue is leadership.
Leading Change, John P. Kotter, Harvard Business Review Press, 2012.  “By outlining the process every organization must go through to achieve its goals, and by identifying where and how even top performers derail during the change process, Kotter provides a practical resource for leaders and managers charged with making change initiatives work.”
The Art of War for Managers: 50 Strategic Rules, Gerald A. Michaelson and Steven Michaelson, Adams Media, 2010. This is a book about a book.  The Art of War by Sun Tsu is more than 2,000 years old.  Yes, it’s about war, but business schools and other disciplines have been using it for years for other purposes.  And it serves our purposes, too.  It is a book about strategy.  While some of the thinking the Michaelsons present is a stretch, the book about the book is worth the read.
The Practice of Management, Peter F. Drucker, HarperCollins, 1954.  We are reading Drucker for history as much as anything else.  Peter Drucker is the father of modern American management.  And even today his thinking on participatory management and management by objective is useful.  But as you will see much of the material is dated.  That’s the point.  Here is the 20th Century view of management in this country.  Your boss’ boss has read Drucker. You have to know where you’ve been to know where you’re going.

Other readings:  The reading of the New York Times and the Wall Street Journal is encouraged.  Articles will be introduced from time to time, as mentioned earlier.  Many of the issues we will be discussing will be timely.  Industry trade vehicles may be useful to you, as well.  I would be leaning from a broadcast perspective, but you may feel free to bring other portions of the media to the table.  Newspapers are part of the digital media, whether they like it or not.  This will become clear as we move through the semester.
Weekly Schedule
Syllabus:  The professor reserves to right to make changes to the syllabus.  These changes will be announced as early as possible so that students can adjust their schedules, accordingly.

Week 1, January 8-10: Synchronous session, January 9, 6 p.m. The Master Switch, Tim Wu.  
Week 2, January 13-17:  Discussion board led by instructor.  
Week 3, January 21-26:  Synchronous session, January 21, 6 p.m.  The Innovators Dilemma, Clayton Christiansen.  Discussion board:  Team 1 (Ammerman, Angst, Blake).

Week 4, Jan. 27-Feb. 2: Write reaction paper to The Innovators Dilemma.  Reaction paper due February 2, 5 p.m.
Week 5, Feb. 3-10: Synchronous session, Feb. 4, 6 p.m.  The Structure of Scientific Revolutions, Thomas Kuhn.  Discussion board: Team 2 (Brock, Calabrese).

Week 6, Feb. 10-16: Write reaction paper to The Structure of Scientific Revolutions. Reaction paper due February 16, 5 p.m.
Week 7, Feb. 17-24: Synchronous session, Feb. 18, 6 p.m.  Creative Destruction: Why Companies That Are Built to last Underperform the Market—And How to Successfully Transform Them, Richard Foster and Sarah Kaplan. Discussion board: Team 3 (Clark, Defranza, Doby).

Week 8, Feb. 24-Mar. 2: Write reaction paper to Creative Destruction. Reaction Paper due March 2, 5 p.m.
Week 9, March 3-10: Synchronous session, March 4, 6 p.m. Leading Change, John Kotter.  Discussion board: Team 4 (Donnelly, Gwyn, Hillenbrand).
Week 10, March 10-14: Spring Break

Week 11, March 17-23: Write reaction paper to Leading Change. Reaction paper due March 23, 5 p.m.
Week 12, March 24-31: Synchronous session, March 25, 6 p.m. The Art of War for Managers, Gerald Michaelson and Steven Michaelson Discussion board: Team 5, Inch, McSwain, Passingham

Week 13, March 31-April 6: Write reaction paper to The Art of War for Managers. Reaction paper due April 6, 5 p.m.
Week 14, April 7-April 14:  Synchronous session, April 8, 6 p.m.  The Practice of Management, Peter Drucker.  Discussion board: Team 6, Vanderwalde, White, Whitley.
Week 15, April 14-20: Write reaction paper to The Practice of Management. Deadline for final project topic treatment due by midnight April 14.  Reaction paper due April 20, 5 p.m.  
Week 16, April 21-25: Synchronous session April 22, 6 p.m. Discussion of what we’ve learned; approaches to synthesize the material. Write Final Project.

Week 17, April 28-May 2.  Final Project due by midnight May 1.
