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This study examines the process of technological change in the religious television 

environment. The study also focuses on managerial response to said change. Through the use of 

a survey instrument, a quantitative examination is given, illustrating a managerial embrace of 

change principles, a positive attitude toward the idea of change, and a system of change behavior 

that matches several previously theorized change models. Also examined is how different station 

funding types correspond with types and rates of technological change, with the results reflecting 

that more funding sources for a station generally indicate a greater likelihood of technological 

change. 



 

 ii

TABLE OF CONTENTS 
 

Page 
 

LIST OF TABLES.......................................................................................................................iii 
 
Chapter 
 

1.  INTRODUCTION ................................................................................................ 1 

Purpose 

Definition of Terms 

Literature Review – Religious Television Studies 

Literature Review – Change Management Studies 

Research Questions 
 
2.  METHODOLOGY ............................................................................................. 16 
 
3.  RESULTS ........................................................................................................... 22 
 
4.  DISCUSSION..................................................................................................... 38 

Findings 

Limitations of the Study 

Contributions to the Literature 

Suggestions for Future Study 

Conclusions 
 
APPENDICES ............................................................................................................................ 56 
 
BIBLIOGRAPHY....................................................................................................................... 64 
 
 
 



 

 iii

LIST OF TABLES 
 

Page 
 

1. Optional Technological Upgrades .................................................................................. 23 

2. Optional Changes Undertaken by Different Funding Types .......................................... 25 

3. A Manager Should Make an Effort to Convince All Employees to Share in the Manager’s 
Vision for a Technological Change ................................................................................ 29 

4. It is Necessary for a Leader to Seek Out Change Agents in the Workforce that can assist 
with Technological Change Processes............................................................................ 30 

5. Rather Than Move Too Quickly With Technological Change, it is Better to Watch Other 
Stations and React to What They are Doing................................................................... 33 

6. It is Better for a Leader to React and Facilitate Natural Change Rather Than Being the 
Institutor of Said Change ................................................................................................ 36 



1

CHAPTER 1

INTRODUCTION

. . .Christian broadcasting must continue to evolve to survive in the new digital 

environment.  That evolution encompasses every facet of religious broadcasting, 

including technology, content, and audiences.

-Bradley E. Schultz (2002, p. 228)

The field of television broadcasting is currently experiencing great change.  As many 

stations complete the transition from analog broadcasting to digital broadcasting in accordance 

with government regulations (Schultz, 2002), many other stations look to supplement or 

aesthetically improve their operations with new media technologies like Internet streaming, 

offering station content for viewing online, and podcasting, which allows a user to download a 

program for use on an MP3 player or other portable device.  They may also pursue upgrading 

their facilities to high-definition broadcasting, which offers a clearer and sharper picture.  All of 

these changes, save the initial conversion to digital, are voluntary, and they all require a 

significant amount of capital to enact (Careless, 2005).  

Religious television is used by millions of Americans.  A July 2002 survey by the Barna 

Research Group found that about 90 million Americans watch religious television each month 

(Winslow, 2005).  Religious television stations are no different from traditional television 

stations when it comes to the importance placed on aesthetic changes.  While they are faced with 

creating a niche product, many managers believe that they still must put their product on a 

similar visual plane to non-religious television outlets (Lillard, 2004).  Likewise, once the 



2

decision has been made by ownership to go forth with new media changes, managers at religious 

broadcasting stations may be entrusted to carry out these changes, just as those at a traditional 

(i.e. secular) television station would.  As a review of the literature reflects, religious media 

managers not only operate in a niche broadcast environment, but they also face other distinctions 

and circumstances unique to the field.

As the media landscape changes, it will be important to assess how religious media 

managers handle the changes and transitions that come with upgrading a station’s operations to 

include such new tools as high-definition broadcasting, Internet supplementary content, and 

podcasting.  As the majority of religious television stations are independent and viewer-

supported, without the assistance of advertising funds or the financial backing of a network or 

media conglomerate to make such changes, it will be important to see what methods and 

strategies are being used by religious television managers to overcome these challenges and 

implement change in the religious broadcast environment (Dreistadt, 2003; Hoover, 1987).  

Purpose

This study examined how managers at religious broadcasting stations are managing and 

leading the transition of broadcasting operations to incorporate new media technologies.  It 

explored the strategies and methods used by managers to implement change and keep track of 

the change process, making corrections as needed.  It inspected how these managers lead the 

employees of a given station, sometimes in the face of difficult circumstances, and how they 

attempt to establish a vision for change.  The study also explored the nature of any technological 

changes being made and the funding of each station, and attempted to establish correlations 

between the two.  
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The study made use of change management theory to examine technological change, as it 

is the main area of theory that accounts for and seeks to examine the leader’s role in the change 

process.  Also, the theory is able to account for the process of change in the organization as a 

whole through various proposed theoretical models, as well as allowing for discussion of specific 

tactics and strategies used to implement change. This area of theory works when used in a 

quantitative examination, something that is seen in greater clarity in the literature review 

(Mierzjewska & Hollifield, 2005).

Definition of Terms

Any technological terms used in the study are familiar to any television student or 

scholar.  The terms “religious television” and “Christian television” were used interchangeably, 

as the majority of religious broadcasting is of a Christian nature.  Other religions’ presence in the 

United States’ religious television marketplace was too small to affect the data of the study 

(Abelman, 1988).  Non-religious television is referred to as “traditional television” or “secular 

television” interchangeably.  

Both “manager” and “leader” were applied interchangeably to describe persons in a 

position of authority.  Likewise, similar terms such as “management” and “leadership” were used 

interchangeably.  

Literature Review

Religious Television Studies

Studying the role of the religious media manager in a change environment required 

examining and reviewing prior research in the theories and applications of change management 

theory, and prior research into religious media.  Reviewing Christian media studies establishes 
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the environment in which a manager of Christian broadcasting must perform his or her 

occupational duties and enact change.  

Considerable research in the field of religious media clusters into two time periods: the 

advent of widespread cable and satellite in homes in the early 1980s, which brought more 

religious programming into American homes, and the late 1980s, when a number of religious 

television ministries were accused of financial impropriety.  Little has been written in the field of 

religious media management. 

Schultze (1988) looked at many of the aspects and difficulties of doing research in 

Christian media, finding that it was challenging to estimate the impact of religious media and the 

level at which the organization of the broadcaster affected the content of the program.  The 

author concluded that while there had been considerable study done in the areas of audience size 

and program content, little had been done in regards to studying the organizations of religious 

broadcasting – a distinction in which religious media management can be classified.  Schultze 

added that anyone seeking to look at the inner workings of religious broadcast organizations 

would find it important to have contacts on the inside of these structures.

Several studies have explored the niche nature of Christian broadcasting.  By its very 

nature, religious television is linked with an ideology of spirituality and Judeo-Christian ethics, 

as well as conservative politics (Abelman & Neuendorf, 1987).  It is perhaps more tied with its 

own ideology than any other sector of the media, save perhaps politically-leaning talk radio and 

television programs.  In being a medium that is so closely linked with its own ideology, religious 

media becomes a field that is already set up to only appeal to a limited section of the populace. 

And, in the case of viewer-funded stations, it is a field that must turn to this limited audience 
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when seeking the additional capital necessary to upgrade broadcast operations to include new 

technologies.  

Several studies have centered on determining the makeup of the Christian television 

audience.  Litman and Bain (1989) looked demographically at the audience makeup of religious 

programming, finding that the traditional viewer tends to be older, has a lower level of education, 

and is often unemployed.  These findings demonstrate that many religious broadcasters must 

seek additional funding for change that comes from an audience that may not be able to provide 

it.  In a more recent examination, Howley (2001) noted that religious media is making a greater 

push to attract a younger and more affluent audience, perhaps in anticipation of funding the 

impending technological change.

Few studies have incorporated both religious media and management or leadership 

concerns, much less these concerns in an environment of change.  Schultz (2000) surveyed 

religious television broadcasters to find how the transition to digital media would affect the 

status quo in Christian television.  Of those surveyed, most believed that the costs of digital 

conversion would prove too great for many Christian media broadcasters, leaving fewer stations 

to broadcast religious programs.  The respondents also felt that the conversion costs would 

necessitate a greater need for syndicated programming instead of self-produced programming.  

Despite these changes, most thought that the costs of conversion would not lead broadcasters to 

seek a great change in the ways in which programs are funded; rather, viewer support would 

continue to be the primary means of funding.  If digital conversion has already proven a great 

barrier for many religious broadcasters, additional voluntary changes, such as the adoption of 

high-definition technologies, may prove too much of an additional burden.
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Schultz (2002) applied a survey of religious and mainstream television managers to 

examine more closely the attitudes of religious media managers toward upgrading their facilities 

to meet the United States Congress’s 2006 deadline for digital conversion (which has since been 

moved to February 18, 2009 (Haskins, 2005)).  The study found a deep divide between the older 

and the younger groups of religious media managers who responded to the survey.  According to 

the survey, younger religious media managers have a more open attitude toward technological 

advancement than their older counterparts; these younger managers are generally in charge of 

high-power, larger-staffed stations that might have more capital to perform necessary upgrades.  

Many of the older religious managers are situated at low-power stations that are likely to have 

less capital.  It can be assumed that divisive attitudes toward mandated changes may be 

continued and even exacerbated with regards to voluntary changes in technology.

Change Management Studies

The field of change management studies deals with managers and their responsibility and 

role in the change process (Mierzjewska & Hollifield, 2005).  A corollary of this line of research 

looks at change leadership.  Although change management concentrates on the practical steps a 

manager takes when enacting change in an organization, change leadership study focuses on how 

a manager leads his or her subordinates, influencing their belief systems with regards to the 

change initiatives (Pietersen, 2002).  Some have described this as ‘positive deviance’ – shaking 

things up, but to the benefit of the organization as a whole (Crom & Bertels, 1999).

Several models of change and how it is managed have been introduced throughout the 

years. Lewin (1951) introduced the unfreeze-mobilize-refreeze model, which has formed the 

basis for numerous theories and models since.  In this approach, a manager or leader “unfreezes” 

the organization by identifying an area with a need for change, then “mobilizes” employees to 
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make the change happen, finally “freezing” the organization once it has reached its ideal state.  

Many scholars have argued that change is a much more complex process than this model 

indicates (Higgs & Rowland, 2005).

Nadler and Tushman (1980) created a three-step process for change, wherein a manager 

or leader assesses the organization’s capability for change, then sets the environment and 

strategy for change, providing the proper assistance and resources as needed. As change goes 

forth, the leader allows for constant feedback as he or she continually monitors the environment 

for change.   

Tichy’s (1983) model of change is viewed as an interrelated mix of strategic planning, 

task delegation to employees, and changes to networks and organizational processes.  Although 

change is leader-induced, it stems primarily as a result of reacting to outside opportunities and 

threats to the existing organization.  In this model, change is a way for an organization to 

maintain a sense of equilibrium.

Beckhard and Harris (1987) featured a model of change expressed as an equation: C = 

[ABD] > X.  In this model, C equals change, A equals current organizational satisfaction, B 

equals openness to change, D equals risk level of the change, and X equals the cost of the change 

in morale and in dollars.  If the ABD side of the equation is deemed to be greater than X, change 

is most likely necessary and will be met with little resistance (Cameron & Green, 2004).  

Burke and Litwin (1992) suggested a non-linear organizational change model that 

featured twelve different components.  This model features the leader in a central role, 

influencing work environment, management procedures, strategy and values.  The authors also 

noted that external factors, outside of the change system, need to be monitored and adjusted as 
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necessary.  As with the previous model, constant feedback is necessary to make change 

successful.  

Kotter (1996) created an eight-stage change mechanism for organization transformation.  

This model features an alignment of many principles found in leadership theory: the leader 

creates a change environment and communicates the need for change, then surrounds himself or 

herself with a group of change agents who can help the leader enact the change.  The leader then 

builds his or her vision and communicates it to employees, then allows them to work on the 

change.  The leader then continues to facilitate the change environment, making it possible for 

gains to snowball and produce more victories.  Finally, the leader maintains the changed 

environment, looking for ways to begin the process anew (Ford & Greer, 2005a).

Another line of theory in change management is that of evolutionary change, an area of 

theory that adapts biological ideas of change to an organizational context.  In evolutionary 

change theory, change is not planned, but instead sudden and complex.  It is not linear and 

cannot be predicted.  One such model reflecting evolutionary change theory is the two-step 

model of Sammut-Bonnici and Wensley (2002).  This model argues that change does not occur 

in the main population of an organization, but rather in small groups split off from the main 

population.  The rationale for this is that the main body is resistant to change and content to 

continue doing things as they have always been done, while isolated pockets of change-willing 

individuals will produce successes that will eventually be seen and emulated by the organization 

as a whole.  In this model, the leader does not serve as a conduit for change. Instead, s/he is 

expected to recognize change as it happens and facilitate it (Higgs & Rowland, 2005).

Ford and Greer (2005a) observed change models in a practical setting to determine 

effectiveness.  They concluded that non-linear models, like that of Burke and Litwin (1992), 
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were more likely to produce successful change than the linear models created by the other 

theorists.  Higgs and Rowland (2005) had similar findings, noting that successful change in an 

organization was likely to come from an evolutionary change.  

Much of the prior research in the area deals with change management in business as a 

whole, rather than studying a particular area, such as the media. There have been a few notable 

studies that have focused on change in a media environment.  Daniels and Hollifield (2002) used 

a survey to study organizational change at CNN Headline News, finding that most employees at 

that channel felt change initiatives negatively affected their ability to produce work of high 

journalistic quality.  

Gade (2002; 2004) also studied change in a newsroom setting, from both the perspective 

of editors and feelings about integrated marketing and journalism, and how journalists felt about 

change.  Neither produced positive results with regards to attitudes about change.  Gade and 

Perry (2003) studied change attitudes over a four-year span at the St. Louis Post-Dispatch, 

finding that employees there saw no correlation between effective change management and 

newspaper quality.  

Perez-Latre and Sanchez-Tabernero (2003) examined change by interviewing and 

studying leaders of Spanish media businesses.  They found that companies making large-scale 

changes needed dynamic leaders to keep employees motivated as the workplace setting 

underwent great alterations.  These leaders keep workers energized and make alterations in 

change plans when and if they are needed (Mierzjewska & Hollifield, 2005).   

There has been a wealth of writings and studies dealing with the specifics of change 

management theory and the role of the manager or leader in the process.   Mirvis, Sales and 

Hackett (1991) surveyed employees of two different organizations before and after a period of 
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organizational change.  The results reflected that a change strategy that originates at the top of an 

organization and spreads to the remainder is much more likely to engender negative feelings 

about change than a change strategy that is inclusive, involving everyone in the process and 

keeping them informed.  

Rowden (2000) surveyed employees of six organizations in order to determine what 

characteristics of a leader are most important during a time of change.  The results illustrate that 

a leader who wants to create positive change needs to be a successful communicator about 

change goals and initiatives and the importance of vision; the leader must also be successful at 

communicating with people as individuals.  

Boddy and Macbeth (2000) surveyed employees in 100 companies that had recently 

undergone organizational change in order to determine which practices were most successful.  

Their findings showed that effective goal communication, sufficient resource allocation, proper 

change structure construction, and proper change controls on the part of management were the 

main factors separating successful organizational change from unsuccessful change.

Gill (2003) theorized that it is important to the success rate of change for clear, 

identifiable change leadership behaviors to be present in an organization during transitional 

periods.  The author noted that successful change leaders had the ability to bring the values and 

goals of employees in line with those of the leader.  Gill proposed a set of behaviors for the 

change leader that contained five characteristics: the ability to develop a vision to inspire change 

and visualize its end results; the ability to establish a set of values that can be shared by 

employees; the ability to turn vision into strategy; the ability to empower people to put a change 

plan in place; and the ability to inspire others to enact change.  
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Holt, Self, Thal and Lo (2003) surveyed employees about change communication to 

determine when and how it was most effective.  The authors determined that communication that 

came at the most apt time (i.e., before and during the initiative) helped boost the morale of 

employees.  Employees also valued communication more when it came with additional support 

from the leader or manager.  The survey also reflected that effective communication on the part 

of the leader or manager led to increased participation in the change movement and stronger 

feelings about its success.

Schyns (2004) also constructed a leadership change concept based on prior research.  In 

this model, the leader boosts the self-efficacy of employees by giving them opportunities to 

boost their confidence in being ready for change, serving as a model for enthusiasm about the 

change and praising them for successes gained toward the initiative.  Through these behaviors, 

employees begin to model the behaviors, making them more likely to embrace change and 

expend extra effort to ensure that it is a successful process.

Goodman and Truss (2004) focused on the importance of the leader or manager 

communicating well in times of change.  In talking with employees in organizations who have 

undergone periods of change, the following were noted: communication about change needs to 

be put forth before a change is enacted; communication needs to be simple or complex in 

response to the type of change; communication should be suited to each employee; and 

communication should, when possible, serve to motivate and alleviate feelings of uncertainty in 

times of change.  

Dvir, Kass and Shamir (2004) took a quantitative look at employees and their 

commitment to leaders who utilize transformational leadership tactics, which emphasize building 

emotional bonds with employees.  Combining these results with a series of interviews, their 
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findings illustrated that more often than not, employees who served under transformational 

leaders generally had a stronger emotional commitment to the organization, rather than simply a 

cognitive one.  

Bommer, Rich and Rubin (2005) surveyed employees twice over a period of nine months 

as the employees’ companies underwent change.  Starting with the goal of determining what 

leadership behaviors had the best result on reducing cynicism about change, they found that 

leaders who engage in transformational leading (inspiring vision and creating change agents) had 

the best chances of reducing or eliminating the cynicism of employees.

Sirkin, Keenan and Jackson (2005) examined 225 companies and their change initiatives, 

and found that those that were successful shared four characteristics: all successful change 

processes took an abbreviated amount of time to conduct or at least underwent frequent reviews 

to confirm they were on track (i.e. at least bimonthly); all featured employees that made it a goal 

to accomplish change in a timely manner; all had employees and management on the same track 

with regards to change goals; and all utilized employees that were willing to expend extra effort 

to meet change targets and deadlines.  

To examine more traditional management strategies, Ford and Greer (2005b) focused on 

management figures in 22 companies, attempting to see whether the control system used for 

change – monitoring of outcomes or incentives-based – had an effect on the success rate of the 

initiative.  They found a positive correlation between the monitoring of outcomes and project 

success, which resulted in a setting where goals are established and altered when necessary.  No 

such relationship existed between incentives-based management and project success.  

Other research studies have advocated that a more hands-off style of leadership and 

management is needed.  Eriksson and Sundgren (2005) postulated through their study of the 
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merger of pharmaceutical companies Astra and Zeneca that forced, mandated and planned 

change strategies are often less successful than an evolutionary change style, where small, 

constant changes that occur more naturally allow an organization and its employees to be less 

shocked and surprised by change.  This approach puts more weight on the change manager, 

orchestrating constant change, than it does on the change leader, as it requires less of an 

emphasis on end results and strategy.

Research Questions

Based on the literature reviewed, two things became evident.  First, experimental results 

have shown with some consistency that the leader or manager plays an important role in the 

change process, from developing a vision for change that he or she will then attempt to put into 

action, to providing a source of modeling and encouragement for employees during a time of 

flux.  Even accounting for an evolutionary change philosophy, the leader still must be able to 

recognize change as it is happening and attempt to facilitate it.  Second, it has been shown that 

leaders and managers who operate in the field of religious television broadcasting face 

circumstances that can play a significant role in how they perform in their jobs and enact change.  

To accomplish the purposes of this study, the following research questions were 

answered:

RQ1: To what extent are Christian television managers the prime means of orchestrating 
technological change in their broadcast environment?

This question attempted to place the role of the manager into the theoretical context of 

change management.  It addressed whether Christian television managers provided the initial 

motivation for change (as seen in the models of Lewin (1951) and Kotter (1996)) or were simply 

reacting to it as it spontaneously happened (as in the evolutionary change model of Sammut-

Bonnici and Wensley).  
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RQ2: How often does the change process in the Christian broadcast environment match 
established models for organizational change?

RQ2 attempted to match the practical application of change management alongside the 

theoretical constructions of it.  It addressed how closely change in an empirical setting fit the 

models, and how and in what ways it differed.  This question, viewed on the large scale of the 

survey, helped to test which models had the greatest validity in the religious television change 

environment.  

RQ3: To what extent are transformational leadership values used by religious television 
managers in leading technological change? 

This question addressed how the manager reacted to their employees during a time of 

change, and how s/he shaped the workplace culture to be a reactive one to the idea of change.  It 

addressed the creation of a vision for change and the frequency of the communication of that 

vision.  Similarly, it examined whether or not the manager was modeling the behaviors for 

change in an effort to win the emotional commitment of the employee.

RQ4: To what extent are traditional management tactics used by religious television 
managers during times of technological change? 

RQ4 examined how often traditional management strategies, like setting goals, offering 

added incentive for successful change, and verbal praise of employees, were used in the change 

setting.  It also addressed whether these principles were used in place of transformational 

leadership tactics, or if the two were used in conjunction.  

RQ5: Which technological changes are most likely to be undertaken by Christian 
television managers?

RQ6: To what extent is there a correlation between the method of funding for each 
station and the frequency of change?

RQ7: To what extent is there a correlation between the method of funding for a station 
and the type of change attempted?
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RQ5, RQ6, and RQ7 each addressed particular aspects of change in the religious 

television environment.  While these questions had a greater specificity with regard to change 

type than most studies in change management, including this type of questioning in the survey 

package gave an opportunity to study possible correlations between station funding and the types 

of change implemented in a Christian television station.  It also marked an opportunity to see if 

change was more likely to be planned in these organizations, or more spontaneous.  These 

questions provided a means of investigating whether or not some of the obstacles of Christian 

television management affected a manager’s willingness and ability to enact technological 

change in these organizations.

This study provided an insight into the behavior of managers of Christian television 

stations and attempted to gauge their actions in a theoretical setting.  The methodology for 

conducting the survey will be discussed in Chapter 2.
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CHAPTER 2

METHODOLOGY

As the study was prepared and formulated, it became advantageous and practical to 

collect data using a survey method, to gather statistical data from a large group of people.  

Wimmer and Dominick (2003) cite several advantages for the survey method.  For instance, the 

survey form makes the task of collecting data from religious media managers all across the 

country easier than with other data collection tools, whereas a tool like a focus group makes it 

necessary for the study population to be physically present all at once, an idea that would be 

impractical and costly for a nationwide study of religious media managers.  Another advantage is 

provided by the quantity and type of data it is possible to collect with the survey form; all 

respondents answer the same set of questions, unlike with a tool such as a personal interview, 

where follow-up questions might divert from the main data collection goals.  With a survey, it is 

also possible to glean data from respondents that can be analyzed and studied with a variety of 

tools.  All of these advantages make the survey method ideal for examining the religious media 

manager population, and were considered to outweigh any negative attributes of the survey.  The 

survey method also provides concrete data for a field that has not yet received a great deal of 

statistical study, other than the dual studies conducted by Schultz (2000, 2002).  Statistical data 

and conclusions gained in the study can form the basis of future religious media manager studies.

When collecting data using a survey method, a means of distributing the survey was 

selected.  For the purposes of this survey, an electronic mail (“e-mail”) distribution system was 

considered the most practical way to collect data from the targeted population.  As the Internet 

grows and expands, and religious broadcasting stations increase their online presence, many 

station managers have publicly available contact information and the ability to receive surveys as 
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attachments in e-mail messages.  Wimmer and Dominick (2003) note the benefits of this 

particular type of data collection method, stating that its low cost and ease of distribution make it 

a method of survey distribution that is becoming more common.  The authors state that the 

inability of the survey creator to be sure of who exactly is answering the questions makes for a 

disadvantage in this type of survey collection, although it should be noted that this same 

disadvantage exists for any form of survey that is not face-to-face, as with surveys distributed 

through the mail.  The e-mail distribution method was also considered to be a method that was 

suited to gathering a large amount of data from the targeted group quickly and easily, as the full 

surveys would be sent as an attachment and e-mailed directly to the station managers.  Managers 

were given the option in the cover letter to return the completed survey as a return e-mail, or by 

mailing it directly to the author.

It was also considered prudent to augment the data collection with a small amount of 

anecdotal evidence, provided by personal quotes from the station managers.  These interviews 

would add credence to the data collected, and give a more personal slant to the findings.  The 

results would help the study not only explain how religious media managers handle 

technological change, but also let managers explain the process themselves.  The survey form 

was equipped with space where the managers could, if they so chose, share their own thoughts 

on the prospect of station change.  Wimmer and Dominick (2003) state several positive aspects 

for personal interviews.  Interviews allow the researcher to gather targeted, detailed information 

(and if necessary, clarifying information) that the researcher might not be able to gain from a 

purely statistical approach.  One notable disadvantage of the personal interview is that is hard to 

relate the information gathered to the population on a mass scale, but the use of survey research 
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in the study should allow the interview research to serve as supporting information instead of 

basic information.  

The study was initiated with a search for religious broadcasting stations fitting the 

established criteria set forth in the proposal – stations that broadcast more than 50 hours of 

religious-themed programming weekly.  Using the current National Religious Broadcasters 

(NRB) downloadable directory, which contained a listing of religious broadcasting stations from 

all over the nation (including both NRB member and non-member stations), a database was 

compiled totaling 303 stations.  Each station was categorized according to call letters, station 

location, network affiliation, and market name.  If a general manager’s name could be found, it 

was included in the database, along with an e-mail address for that person.  To determine which 

stations fit the established criteria, the television Website Zap2It.com was used to examine a 

station’s schedule for a given week.  The Website’s classification of whether or not a program 

was religious was used in determining how to classify a program and whether or not it 

contributed to the 50 hours.  Through this examination, the total of stations was reduced to 105, 

due to many network affiliates (specifically, most affiliates belonging to the Daystar 

Broadcasting Network) being unstaffed, automated carriers of programming, and others simply 

not meeting the 50 hours-per-week criteria.  Other disqualified stations were single stations 

broadcasting under multiple call letter designations.  

Of the 105 remaining stations, all had publicly available contact information, whether it 

was an address, Website or a station e-mail address.  35 general managers had specific contact 

information available for themselves online.  To ensure that all surveys reached the persons for 

which they were intended, a query e-mail was sent to all generic station e-mail address inquiring 

if that address was the best way to contact a management figure at the station.  Of those e-mails, 
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15 were returned for being sent to outdated e-mail addresses.  Seven had responses giving new 

and updated contact information.  17 of the stations also had Websites containing a feedback 

form whereby the station could be contacted to determine whether or not it had a working e-mail 

address.  From these inquiries, five stations responded with updated contact information.  

The survey was comprised of 15 questions that allowed for both personal information and 

items pertaining to the research questions of the study.  The survey’s brevity was intended to 

ensure a higher rate of response, allowing for a respondent to finish the complete survey in a 

relatively quick amount of time.  For the design of the survey, several criteria were taken into 

consideration.  First, the survey had to provide a means of obtaining specific information about 

the station’s funding and which technological changes each station had made or was planning to 

make.  It also had to gain very basic demographic data about the managers themselves –

specifically, how long they had been in television management.  The first five questions on the 

survey were built with these factors in mind, and each question contained specific answer 

choices, with three questions allowing for multiple choices.  The survey also had to provide a 

way of providing answers to the research questions introduced in chapter 1.  The next ten 

questions were constructed for the purposes of achieving this goal, and all asked questions based 

out of the theories introduced in the Literature Review.  Responses for the questions were on a 

Likert scale with five possible answers: ‘strongly agree,’ ‘agree,’ ‘neutral,’ ‘disagree,’ or 

‘strongly disagree.’  With the survey questions created, steps were taken to ensure that the survey 

would be easy to read and respond to.  The survey was created as a locked document template in 

Microsoft Word, with each response on each question having a clickable box to mark the chosen 

answer.  The survey was also pre-tested among four religious media managers, with each giving 

comments and criticism on the instrument.  As a result of this pre-testing, three of the questions 
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underwent slight alterations in wording for clarification purposes.  The questionnaire is found in 

Appendix C.

A cover letter was also created to be distributed with the survey, explaining the purpose 

of the study and the time requirements of completing it, as well as the potential benefits.  

Respondents were assured of the confidentiality of their responses, and were given the option to 

discontinue their participation in the study at any time.  Recipients were also given contact 

information for the author, should they have chosen to mail in their completed survey instead of 

attaching it to an e-mail document.  The cover letter is in Appendix B.

In the creation of the study, several potential problem areas and weaknesses were 

identified.  While all 105 stations that met the study criteria had published and available physical 

mailing addresses, a smaller number – 98 – had Internet contact information.  This difference in 

number reduced the number of respondents to the survey questionnaire and created a burden for 

a larger percentage of managers to answer in order to make the results valid and reliable.  By 

choosing to distribute the survey electronically, the study was potentially biased towards those 

stations that were already more technologically advanced, and perhaps more predisposed toward 

making technological change.  Despite these deficiencies, it should be noted that a majority of 

the remaining survey recipients came from independent stations that were unaffiliated with a 

network – meaning that they neither had the resources of a major network nor are they automated 

carriers of a network’s programming.  This lack of affiliation should mean that the responses 

garnered were a good reflection of how a religious broadcasting station deals with the prospect 

of technological change in the current environment.  However, the focused nature of the 

surveyed group and the use of technological means to assess a technology-related subject 

outweigh any potential weaknesses of the study.
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Following creation of the survey and associated cover letter, the materials were sent to 

the University of North Texas Institutional Review Board for approval.  The study and materials 

were given final approval on February 23, 2006, allowing data collection to commence.  A copy 

of the Institutional Review Board approval letter is in Appendix A.  Ninety-eight surveys were 

distributed via e-mail, with a total of six being returned within ten days of the distribution, for a 

six percent response rate.  For managers that did not return the survey within ten days of the 

distribution, a follow-up e-mail was sent, reminding the managers about the survey.  Following 

the reminder e-mail, three more completed surveys were returned, raising the response rate to 11 

percent.  It was then decided to expand data collection to multiple forms of distribution.  All 

stations that had a publicly available phone number were called to determine which form of 

distribution worked best for each manager, with only the 35 managers whose specific personal 

contact information was available online as an e-mail not given a hard copy of the survey.  

Following the phone conversations, 20 surveys were sent out via fax, and 50 were sent via mail.  

Four completed faxes were returned, along with 18 completed mailouts, bringing the total to 33 

completed surveys.  Six mailouts were returned for inaccurate or outdated published addresses, 

putting the total of survey returns at 33 of 99, for a response rate of 33%.  Following data 

collection, all returned surveys were analyzed for completeness.  One was found to be 

incomplete, and was discarded as a result.  The complete surveys were then coded with a five-

digit number to ensure confidentiality.   

Once the data collection had been completed, it was possible to begin analyzing the data.  

A full analysis of the data collection is detailed in Chapter 3.
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CHAPTER 3

RESULTS

Thirty-three surveys were returned from the 98 distributed (seven were returned for 

outdated contact information), resulting in a 34% overall response rate.  As the surveys were 

received, they were coded for data analysis using Microsoft Excel®.   Each survey’s answers 

were entered and given a randomly assigned five-digit response code to ensure confidentiality.  

Responses for the survey’s first and third questions, with three possible answers, were coded on 

a scale from ‘1’ for the first option, to ‘3’ for the last.  For the second, fourth, and fifth questions, 

where the respondent was asked to select all variables that applied, each variable was assigned a 

column and responses were coded ‘1’ for an affirmative answer and ‘0’ for a negative response.  

The Likert scale responses on questions six through fifteen were coded on a scale of one to five, 

with a ‘1’ meaning ‘strongly agree’ and ‘5’ being ‘strongly disagree.’  Means closer to one 

reflect positive support, while higher-numbered means reflect the opposite.

The survey’s respondents were overwhelmingly managers with more than five years of 

experience.  Of the 33 returned surveys, 27 were from managers with over five years of 

broadcast management experience.  The respondents came from a mix of network affiliates and 

non-affiliated stations, with 21 of the 33 being incorporated with a network of some sort.  Most 

of the stations had completed or at least begun their conversion to digital broadcasting as per the 

United States Congress’s mandate.  Fifteen stations responded that they had completed the 

process, while 12 were in the middle of a conversion.  Only six of the stations had still not made 

any strides toward a digital broadcast.  Of the 12 fully-converted digital stations, seven had 

already completed an upgrade to high-definition, while one planned to make the jump in the next 

24 months.  Two unconverted stations planned a high-definition upgrade within 24 months, 
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possibly indicating a desire to make all major technological changes with one movement, and to 

make their digital conversion high-definition in lieu of standard definition.  Of the four available 

choices - digital conversion, high-definition upgrade, Internet streaming, or podcasting - digital 

conversion received the strongest embrace by managers, a nature probably owed to its mandatory 

nature.  

Table 1

Optional Technological Upgrades 

Have Made 
Change

Will make change in 
next 24 mo

High-definition 
broadcast 8 6

Internet Streaming 11 5

Podcasting 4 5

As shown in Table 1, religious broadcast managers looked to be open to embracing the 

Internet as an outreach tool for their stations, with 11 of 33 stations surveyed already streaming 

station content, and five looking to do so in the next two years.  The amount of stations seeking 

to add Internet streaming was the highest of any completed change in the “optional upgrade” 

category.  Just as five stations were looking to add an Internet presence, six were also looking to

expand to a high-definition broadcast, adding to the eight that were already doing so.  Managers 

showed some openness to using the Internet to podcast station content; although only four of the 

stations have adopted the relatively new content delivery practice, five are looking to incorporate 

it in the next 24 months.  If all changes proceed according to managerial plans, the greatest 

number of stations - 48% of those surveyed - will be using Internet streaming as an optional 

upgrade.  Using the same criteria, 41% of those surveyed will have adopted high-definition, 

while 27% will be podcasting.  Streaming was the most popular choice, with 25% of non-
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streaming stations planning to upgrade, compared with 22% for high-definition and 19% for 

podcasting.  

RQ6 questioned whether there was a correlation between funding types and frequency of 

change.  Stations that were affiliates – 21 of the 33 respondents – were likely to engage in 

optional change, with 13 of 21 stations (62%) either having made upgrades or looking to do so.  

Stations that utilized more than one means of funding were similarly likely to adopt optional 

upgrades, with the two-funding-means stations adopting or planning to adopt at a rate of 71%, 

and the three-means stations adopting or planning to adopt at a rate of 64%.  Stations that utilized 

just one funding method were less likely to adopt new technologies, with only 40% of 

responding stations having made optional upgrades or planning to make them.  Among the 

specific types of funding, stations that relied on viewer support made or planned to make 

changes at a rate of 61%.  Broadcasting operations that sold advertising time enacted or planned 

technological change at a rate of 66%.  Stations with operating funds provided by television 

program producers planned or accomplished technological change at a slightly higher rate of 

69%.  Among each individual group, there appeared to be the strongest relation between station 

affiliation and payment from syndicated program producers in terms of influencing change, 

while stations that were able to utilize more avenues of funding tended to have the highest rates 

of change, regardless of which specific sources they used.

RQ7 sought to determine whether or not there was a relationship between station funding 

and the type of change undertaken.  The issued survey allowed the respondents to select any or 

all of the three choices for funding; prior research in compiling the station list also determined 

which of the surveyed stations were network affiliates.  
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Table 2

Optional Changes Undertaken by Different Funding Types

Have added 
high-
definition

Plan to add 
high-
definition

Have added 
Internet 
streaming

Plan to add 
Internet 
streaming

Have added 
podcasts

Plan to add 
podcasts

Affiliates
(n=21) 8 3 11 1 3 3
Viewer-
supported 
(n=28) 8 4 10 4 3 3
Advertising
(n=21) 5 4 7 4 4 4
Funded by 
producers
(n=26) 7 5 11 4 4 5
One funding 
stream (n=5) 1 1 1 0 0 1
Two funding 
streams 
(n=14) 2 4 3 3 1 1
Three 
funding 
streams 
(n=14) 5 1 7 2 3 3

The stations surveyed generally employed a combination of methods to raise funds for 

their operating and technological upgrade costs: 28 respondents relied on viewer support; 21 sold 

advertising time (the questionnaire did not ask for the specific type of ad sold, so responses 

potentially could have been referring to traditional thirty-second or one minute spots, or long-

form infomercials); and 26 were funded by program producers buying airtime.  Fourteen stations 

employed all three methods for funding.  

Table 2 above shows the breakdown of optional changes undertaken by each station type.  

The 14 stations that employed all three of the funding selections from the survey were much 

more likely to have at least made strides toward digital conversion, with six having completed 

and six being in the process of conversion.  Among optional upgrades, seven had completed 
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some form of technological change.  All seven were using the Internet to stream content, five 

were broadcasting in high definition, and three were podcasting.  In the planned upgrades 

category, one of the three-revenue-streamed stations was planning to add internet streaming in 

the next two years.  Three of these stations sought to add podcasting, and two were looking to 

upgrade to a high-definition broadcast.  As noted in the previous chapters, affiliated stations 

might also find themselves able to fund technological upgrades more easily, by relying on 

funding from the parent company.  Of the 15 respondents who had completed the full digital 

conversion, 14 were affiliates of a network.  Eight of the 14 stations that were utilizing the three 

income streams were affiliated.  Stations receiving some revenue from affiliation were most 

likely to engage in Internet streaming, with 11 of 21 affiliated stations doing so, with one looking 

to add the ability in the next two years.  Affiliates were also most likely to be in high-definition, 

with all eight who had made a high-definition upgrade being affiliated with a network; three of 

the six looking to expand to high-definition were affiliates.  Independent stations and affiliates 

were about as likely to embrace podcasting at a later point, with 17% of independents seeking to 

add it in the next two months, compared to 14% for affiliates.  

Survey results reflected that the responding managers generally felt responsible for 

providing stated goals for employees during technological change.  Responses to a query about 

this action showed very strong support for it, with all respondents answering that they ‘agreed’ 

(36%) or ‘strongly agreed’ (64%) with the act, with x̄=1.36 and  SD= .48, reflecting a heavy 

skewing towards the affirmative.  The strongest approval of employee goal-setting came from 

affiliated stations, whose managers answered ‘strongly agree’ on 71% of the responses.  Half of

the non-affiliated station managers answered that they strongly agreed with employee goal 

setting.  Two-thirds of the surveyed stations that had completed a conversion to digital 
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broadcasting answered that they strongly agreed with employee goal-setting, illustrating a 

possible positive correlation between the two.  For the 12 stations that had not implemented 

optional technological changes (nor were planning to do so), 58% answered ‘agree’ as opposed 

to ‘strongly agree.’ Comparatively, the 21 stations who had undergone or planned some sort of 

change illustrated a stronger amount of agreement with goal-setting for employees.  Seventy-six 

percent of these stations answered that they strongly agreed with the practice.  

Aside from setting change goals for individual employees, religious broadcasting 

managers were asked their thoughts toward setting goals on an organization-wide level, giving 

attainable achievement marks for the group as a whole to answer.  Responses were similarly 

strong in the affirmative camp, even more so than for individual goal-setting, with x̄=1.31, 

reflecting heavy support for the tactic.  Answers did have SD=.59, showing a slightly greater 

variance in the answer pattern.  In total, 75% of managers strongly agreed with the principle, 

with 19% answering ‘agree’ and 6% answering ‘neutral.’  Responses among affiliates were 

similar to the group as a whole, with 71% strongly agreeing, 19% simply agreeing, and 10% 

neutral on the subject.  For non-affiliates, support was even stronger, with all affiliates either 

agreeing or strongly agreeing with the tactic, with a breakdown of 82% strongly agreeing and 

18% agreeing.  Managers of stations who had completed digital conversion also stayed close to 

the group opinion, with 66% strongly agreeing, 20% agreeing and 13% neutral.  Stronger support 

came from managers who have not started digital conversion or are in the process; responses 

were different from the group as a whole, with 82% strongly agreeing and 18% agreeing.  

Managers whose stations had or were planning to put an optional technological change into place 

stayed close to the affiliates’ opinion, with 81% strongly agreeing, 10% agreeing, and 5% 

remaining neutral on the subject.  Stations who had not gone through optional technological
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change and were not planning to were less enthusiastic, with 55% strongly agreeing with 

organizational goal setting, 36% agreeing, and 9% feeling neutral.  

Managers were asked not only about their role as goal-setters for an organization, but 

also about their role as movers and monitors of the organization, being willing to alter and revise 

change goals as needed by the situation.  Similar to other change management ideas, support for 

project monitoring and goal alteration was strong, with 97% of respondents either strongly 

agreeing or agreeing with the idea (53% strongly agreed, 44% agreed).  The coded answers 

scored x̄=1.50 with SD=.57, reflecting little difference in the responses.  Affiliates registered 

responses that were slightly different from the larger group, with 48% in each of the agreement 

categories and 5% neutral, compared to 64% of non-affiliates strongly agreeing and 36% 

agreeing.  As with the previous answer, there was a larger disparity between digitally converted 

and non-converted stations, with the converted stations responding at 40% strongly agreeing and 

60% agreeing.  In contrast, non-converted or currently converting stations again showed a 

stronger amount of support, registering 65% for ‘strongly agree,’ 29% agreeing, and 6% neutral.  

As on previous variables, managers whose stations had undergone optional technological change 

were in greater support of the idea than managers whose stations had not, with 62% of managers 

strongly agreeing, and 33% agreeing.  However, stations without optional technological change 

were 100% in support of managerial goal monitoring and revising, with 36% answering ‘strongly 

agree’ and 64% simply agreeing.  

Attempts were also made to gauge managerial support for change leadership principles. 

Chief among these principles is the idea of vision, illustrated in the writings of Rowden (2000) 

and others.  When questioned on the importance of communicating a managerial and 

transformational vision, and encouraging employees to share in it, the respondents were again 
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positive in their feelings, although less so than in the areas of traditional managerial tactics.  

Table 3 below illustrates the response breakdown among managers.  Reponses again weighed 

heavily toward affirmative, with x̄=1.63 and SD=.79 reflecting again a slightly greater amount of 

disparity in the answers.  For all managers, 88% of responses fell into the ‘strongly agree’ or 

‘agree’ categories, with 54% and 34% respectively; 9% were neutral and 3% disagreed with the 

principle.  When split between affiliates and non-affiliates there was a slightly greater degree of 

disparity, with 64% of non-affiliates strongly agreeing and 36% agreeing with vision 

communication.  Affiliates were slightly more diverse in their answers, with 48% strongly 

agreeing, 33% agreeing, 14% neutral and 5% disagreeing with the principle.  

Table 3

A Manager Should Make an Effort to Convince All Employees to Share in the Manager’s Vision 

for a Technological Change

Strongly agree Agree Neutral Disagree
Overall (n=32) 54% 34% 9% 3%
Affiliates (n=21) 48% 33% 14% 5%
Non-affiliates (n=11) 64% 36% 0% 0%
Digital conversion completed (n=15) 47% 33% 13% 7%
Digital conversion in progress or 
unstarted (n=17) 59% 35% 6% 0%
Engaging in or planning optional change 
(n=21) 57% 38% 5% 0%
Not engaging in or planning optional 
change (n=11) 45% 27% 18% 9%

Managers who had completed digital conversion were slightly more varied in their 

answers, with 47% responding that they strongly agreed.  33% agreed with the principle. 

Thirteen percent of these managers were neutral, and 7% disagreed.  For managers whose 

stations were in the process of conversion or had not begun, 94% either agreed or strongly 

agreed with the value (35% and 59%, respectively).  Ninety-five percent of managers whose 
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stations had gone through or were planning to go through optional technological change agreed 

(38%) or strongly agreed (57%) with the notion, while stations with no optional technological 

change prospects were more varied, with 72% strongly agreeing (45%) or agreeing (27%).  Of 

the remaining answers in this group, 18% were neutral, and 9% disagreed.  

Another facet of change leadership is the manager creating a vision for change, and then 

using that vision to create “change agents.”  These agents then take the vision and implement it 

on the organizational level.  The use of change agents allows a manager to take a slightly more 

hands-off approach to change, communicating a vision to a few people, then trusting them to do 

the same with others.  

Table 4 below illustrates the breakdown of responses for various groups in the 

population.  Response to the principle was positive, albeit mixed, with x̄=2.06 and SD=.91.  Of 

the respondents, 69% of the surveyed managers strongly agreed or agreed with the use of change 

agents, with 31% selecting the former and 38% the latter.  25% were neutral on the concept, 

while 6% disagreed with the idea.  

Table 4

It is Necessary for a Leader to Seek Out Change Agents in the Workforce that Can Assist With 

Technological Change Processes

Strongly agree Agree Neutral Disagree
Overall (n=32) 31% 38% 25% 6%
Affiliates (n=21) 29% 38% 24% 9%
Non-affiliates (n=11) 36% 36% 27% 0%
Digital conversion completed (n=15) 40% 34% 13% 13%
Digital conversion in progress or 
unstarted (n=17) 29% 35% 35% 0%
Engaging in or planning optional change 
(n=21) 43% 33% 19% 5%
Not engaging in or planning optional 
change (n=11) 9% 45% 36% 9%
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Affiliate responses closely mirrored the group, with 29% strongly agreeing, 38% 

agreeing, 24% neutral, and 9% disagreeing.  Of the non-affiliates, 72% strongly agreed or 

agreed, with an equal percentage of each, giving this group a slightly stronger support of the 

idea.  However, 27% were still neutral, reflecting the ambivalence of the other answers.  

For this principle, there was also not as great a variance between converted and non-

converted stations.  For the finished stations, 74% either agreed or strongly agreed with the idea, 

with 34% and 40% respectively.  ‘Neutral’ and ‘disagree’ were each selected by 13% of the 

sample, providing a disparate set of answers.  Of all managers whose stations are in process of 

conversion or in a pre-conversion state, 29% strongly agreed, as opposed to 35% who agreed or 

were neutral.  Managers of stations with optional technological upgrades were more strongly in 

favor of the utilization of change agents than their non-upgraded counterparts, offering 43% 

support for the ‘strongly agree’ and 33% for the ‘agree’ option, with 19% neutral and 5% 

disagreeing.  The non-upgraded stations offered 9% strongly agreeing with the concept of change 

agents, 45% simply agreeing, with 36% neutral and 9% in disagreement with the importance of 

the act.  

An effort was made to determine the managers’ viewpoints on their role in the religious 

broadcasting technological environment, and whether or not their ideas for technological change 

occurred independently of those of other stations.  As with the other change leadership 

principles, support was leaning positive but mixed on the whole, with x̄=2.44 and SD=1.08.  Of 

all managers, 59% were positive about technological independence, with 19% strongly in 

agreement and 40% in agreement.  Twenty-two percent of all managers were neutral on the idea, 

with 16% of stations in disagreement and 3% in strong disagreement.  Affiliates and non-

affiliates were also split, with percentages that closely matched those of the larger group: 62% of 
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affiliate managers were in agreement or strong agreement, with 24% neutral and 14% in 

disagreement, while non-affiliates favored the idea at a rate of 54%, with 18% neutral and 27% 

in disagreement or strong disagreement with the idea.  

Converted and non-converted stations also had support rates in line with the group, with 

60% of converted stations in agreement (40%) or strong agreement (20%), with 27% neutral and 

13% in disagreement.  Non-converted stations showed a wider balance among their opinions, 

with 18% strongly agreeing and 41% agreeing, for a support rate of 59%.  However, 18% each 

were either neutral on the idea, or disagreed with it. Five percent of station managers were in 

strong disagreement.  A greater variance was observed between managers of stations that had 

undergone optional technological change and those whose stations had not: 67% of changing 

stations were in favor of working independently of others, with 24% strongly agreeing and 43% 

agreeing.  24% were neutral, with 9% in disagreement.  Stations without change only offered 

45% agreement with independence, having 9% strongly agreeing and 36% agreeing.  Of this 

group, 18% were neutral, with 27% in disagreement and 9% in strong disagreement.  

Managers were also asked whether or not other stations should play a role in change 

processes, and if it was important to assess the change levels of others before making unneeded 

technological change.  The responses are seen in Table 5 below.  Managerial responses were 

different in nature, reflected in x̄ =3.18 indicating a marked feeling of neutrality among 

respondents, and SD=1.01, which reflects the varied answers.  

Overall, the group agreed with being interdependent on the broadcast environment at a 

rate of 30%, with 27% for ‘agree’ and 3% strongly so.  For the remaining choices, 24% were 

neutral, while 40% disagreed with the practice, with 6% strongly disagreeing.  In the sample, it 

was among the different divided groups that the most interesting changes were noted.  Affiliates 
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joined the large group in feeling mostly negative about the idea, with 19% agreeing with it while 

52% disagreed.  10% strongly disagreed while 19% were neutral.  On the other hand, non-

affiliates were supportive of the idea, with 50% answering either ‘agree’ (42%) or ‘strongly 

agree’ (8%).  Meanwhile, 33% were neutral and only 17% disagreed.  A similar split was noted 

among the digital broadcast converted stations and the in-progress and non-converted stations.  

Only 13% of the completed station managers agreed with the concept, with 20% neutral and 60% 

disagreeing.  7% strongly disagreed.  Non-converted stations were more supportive, with 6% 

strongly agreeing, 38% agreeing, and 28% in disagreement, with 6% strongly so.  28% of this 

group was neutral.  

Table 5

Rather Than Move Too Quickly W Rather Than Move Too Quickly With Technological Change, 

it is Better to Watch Other Stations and React to What They Are Doing

Strongly agree Agree Neutral Disagree Strongly disagree
Overall (n=33) 3% 27% 24% 40% 6%

Affiliates (n=21) 0% 19% 19% 52% 10%

Non-affiliates (n=12) 8% 42% 33% 17% 0%

Digital conversion 
completed (n=15)

0% 13% 20% 60% 7%

Digital conversion in 
progress or unstarted (n=18)

6% 38% 28% 22% 6%

Engaging in or planning 
optional change (n=21)

0% 24% 24% 42% 10%

Not engaging in or planning 
optional change (n=12)

8% 33% 25% 33% 0%

Another disparity was seen between managers whose stations had undergone or were 

planning to undergo optional technological change and the stations that had not; the changed 

parties agreed with the practice of following the lead of others at a rate of 24%, with another 
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24% neutral.  42% disagreed, and 10% strongly disagreed.  The 24% agreement, 52% 

disagreement discrepancy was markedly different from the non-changed stations, who were 

much more likely to agree with the practice, having 33% in favor and 8% strongly so, for a total 

of 41%.  25% were neutral and 33% disagreed.  

Another change leadership tactic that managers were queried on was behavior modeling –

the belief, as espoused by Schyns (2004), that a successful leader not only attempts to pass a 

vision for change on to the station’s employees, but also attempts to act out positive ideas, 

thoughts and behaviors about the change, building employee morale and increasing confidence 

in the ability of the firm to handle change successfully.  This approach also blends into change 

management tactics, where motivational words and approaches are used to boost morale.  

Response for this behavior was overwhelmingly positive, with x̄=1.31 and SD=.54.  97% overall 

strongly agreed or agreed, with 72% and 25%, respectively.  Affiliates matched this enthusiasm 

for behavior modeling, with 100% in agreement, and 81% of that total strongly so.  Non-

affiliates had a slightly different take on the idea, registering 91% agreement, but only 55% 

strongly.  9% were neutral.  Digitally converted stations held close to the overall breakdown, 

with a 73% and 27% response in the ‘strongly agree’ and ‘agree’ categories.  Non-converted 

stations likewise stayed consistent, with 95% agreement, 71% strongly.  The biggest difference 

again came between the managers of stations with completed or planned optional change and 

those with none.  For managers in the optional change category, 86% strongly agreed with 

behavior modeling, compared with 45% in the non-change group.  Fourteen percent of the 

changed stations marked that they agreed with the idea, compared to 45% in the non-change 

stations.  



35

While initial support has been shown for the role of the manager as the prime means of 

technological change movement and motivation, it was also important to determine the 

perceptions of the managers with regards to the employees in their organizations, and whether or 

not the managers felt employee morale was an important factor in the success of change.  Based 

on the response to the idea, managers across the field of religious broadcasting are firm believers 

in allowing their employees to grasp the vision for change. 

The totals calculated out to x̄=1.60, with SD=.50, which shows the slight variances in the 

ans.  One hundred percent of responses agreed with the idea, broken down into 39% strongly in 

agreement with it and 61% simply in agreement.  The rest of the responses tracked fairly close to 

the group as a whole, with 43% of affiliates in strong agreement, compared to 33% of non-

affiliates. The managers of digitally converted stations had 67% agreement and 33% strong 

agreement, compared with managers of non-converted stations who had 56% and 44% in the 

same categories, respectively.  The only groups whose responses varied differently from one 

another were, as with previous ideas, those managers of stations who had planned or engaged in 

optional technological change and those managers of stations who had not.  For managers of 

changed stations, 52% were in strong agreement with the importance of employee morale, 

compared with only 17% of the managers of unchanged stations.  The changed station managers 

offered a 48% agreement rate, which was noticeably lower than the 83% returned by the 

managers of the technologically unchanged stations.  

The final area on which managers were asked to define their beliefs was their willingness 

to be facilitators of natural, unplanned technological change, rather than the instigators of this 

change.  Responses to this idea were mixed, with x̄=2.97 and SD=.86.  Table 6 illustrates the 

varied breakdown of the respondents’ answers.  
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Table 6

It is Better for a Leader to React and Facilitate Natural Change Rather Than Being the Institutor 

of Said Change

Strongly agree Agree Neutral Disagree
Overall (n=33) 3% 28% 38% 31%
Affiliates (n=21) 4% 29% 29% 38%
Non-affiliates (n=11) 0% 27% 55% 18%
Completed digital conversion (n=15) 0% 40% 33% 27%
Digital conversion in progress or 
unstarted (n=17) 6% 17% 41% 35%
Engaging in or planning optional change 
(n=20) 5% 28% 33% 33%
Not engaging in or planning optional 
change (n=12) 0% 27% 45% 27%

Three percent of managers overall strongly agreed with the idea, with 28% agreeing.  

38% were neutral on the concept and 31% disagreed.  Responses for affiliates were moderately 

close to the overall group, with the sample more negative on the whole, with 4% strongly 

agreeing, 29% agreeing, an identical 29% neutral, and 38% disagreeing.  For non-affiliates, 

answers were grouped into the middle, with 55% neutral on the idea.  Twenty-seven percent 

agreed and 18% disagreed.  A larger variance existed between the converted stations and the 

non-converted or in-progress converted stations, with 40% of converted station managers 

agreeing with being facilitators of unplanned change.  The positive response among this group 

was the strongest among any of the specific groups.  A remaining 33% were neutral on the idea, 

while 27% disagreed.  The non-converted station managers did not show the strongly positive 

support of the converted group, with 6% strongly agreeing and 17% agreeing.  Forty-one percent 

were neutral, with 35% disagreement.  Station managers who had been through or planned 

optional technological change were generally more favorable towards the idea than those who 

had not -  33% of all managers of the changing stations were in agreement with the idea, 5% 
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strongly so; for the non-changing stations, 27% agreed with the idea.  For the technological 

change group, 33% were neutral, compared to 45% for the non-changing managers.  Thirty-three 

percent of the changers, compared with 27% in the other group, were in disagreement with 

facilitating natural change.  

The results overall show mixed thoughts on the idea, which is key in the evolutionary 

change models featured in the writings of Sammut-Bonnici and Wensley (2002), among others.  

A complete analysis of the results and data, and conclusions on its meaning to the field of 

religious broadcasting management study, can be found in Chapter 4. 
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CHAPTER 4

DISCUSSION

This study attempted to place the perceptions and approaches of religious media 

managers toward technological change into a numeric, quantitative context.  By doing so, it was 

expected that a heretofore little-studied area of the broadcast management landscape would begin 

to be focused on more closely and analyzed in greater detail.  By using a quantitative study, 

managers’ answers to technological change-themed questions could be split into multiple 

categories, and several areas of religious broadcasting management could be analyzed in relation 

to one another.  Selected quotes taken from managers’ returned responses that help to illustrate 

the findings are included in the text.

Findings

The study set out to provide answers for seven research questions.   RQ1 sought to 

determine what extent Christian television managers acted as the prime means of orchestrating 

technological change in the religious broadcasting environment.  Overall, managerial responses 

suggest that the role of the manager in a Christian television environment during a period of 

technological change is an important one.    Strongly positive responses to questions about the 

use of traditional management tactics, transformational leadership behaviors, and the role of the 

manager in the broadcast environment all seemed to illustrate that the managers are – or perceive 

themselves to be – the primary motivation and factors for change.  That responses about 

managerial roles were consistently more positive among affiliates, stations who had completed 

digital conversion, and those who had enacted or were planning to enact optional technological 

change, might show that these managers are more open to the role of the manager as the prime 

means of technological change, more proactive with instituting technological change, and more 
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open to new technologies in the broadcasting environment.  The results may also simply be a 

matter of non-affiliate, non-converted stations not having the funding or the means to enact any 

sort of technological change, whether it be optional or mandated.  Presumably, a manager whose 

hands are figuratively tied by issues of funding would be less able to enact change, and would 

likely be less enthusiastic about it.  Either way, responses to questions about managerial roles 

were overwhelmingly positive, indicating that the manager plays a key role in orchestrating 

technological change in the religious television workplace.

RQ2 attempted to take the managers’ responses and analyze them with relation to 

previously theorized models of change.  Based on the responses and the results of RQ1, whatever 

model used would have to be one that centers on the manager.  There appeared to be little 

support for the less manager-centric models of evolutionary change.  It is entirely possible, given 

the high rates of ‘neutral’ answers to the question dealing with evolutionary change topics, that 

the concept was too unusual and foreign for many of the managers.  It is also possible that 

religious broadcasting operations (and many broadcasting organizations on the whole) are too 

small for a truly evolutionary model, where a small group apart from the main body begins a 

change process that eventually spreads to the main body of the organization.  With television 

being a medium centered on technology, it also stands to reason that managers in the field would 

need to follow a model that is more linear and more predictable, allowing for budgeting 

commitments and planning.  With that in mind, an assessment of the other major change models 

is in order.  Lewin’s (1951) unfreeze-mobilize-refreeze model, while seemingly a nice fit for 

managers whose responses indicated an embrace of management tactics, is likely not complex 

enough to apply to technologically changing broadcast environments.  Similarly, as an action-

based model, it leaves little room for the inclusion of transformational leadership values.  Nadler 
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and Tushman’s (1980) three-step model, which presents a more complex assessment of 

organizational change, may serve as a more likely fit for the religious broadcasting environment.  

This model allows for a leader to be more flexible in facilitating change, while its emphasis on 

the leader as one who is both assisting and monitoring the change environment would seem to be 

supported by the findings, which placed the manager in a central role.  This model gives more 

room for the manager to act as a leader, but still may be too lacking in complexity to be the 

perfect fit.  

Tichy’s (1983) model, wherein the manager institutes change as a way of reacting to 

opportunities and threats from outside the organization, seems to be an ill fit, simply for its 

reliance on the outside environment in the institution of change, an element of change that 

received mild support in the findings.  Beckhard and Harris’s (1987) equation-based model, 

C=[ABD]>X, allows for the complexity needed to accurately portray the manager’s role in the 

change process, and also allows for the role of funding in the change process to be included.  

However, it features little reliance on transformational leadership, and presents little insight on 

the actions of the manager in the change process.

Of the two remaining organizational models discussed in the literature review, either 

seems to be an accurate fit for the change structures at place in the religious broadcasting system.  

Burke and Litwin’s (1992) non-linear model works, as it has the leader acting from a central 

point where s/he can influence the organization in many areas, an idea that is supported by the 

findings in the previous chapter.  Similarly, the model allows the leader both a position to 

monitor change factors inside and out of the traditional organizational structure, and a method 

for altering the change as needed.  Kotter’s (1996) eight-stage model may in the end be the most 

likely fit for the results garnered in the study.  The leader’s central role in creating, shaping, and 
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influencing the environment is supported by the strong managerial findings of RQ1.  The 

model’s emphasis on the use of change agents is likewise supported by the positive responses to 

this concept in the survey.  Finally, the model allows for the leader to continue facilitating 

change, altering change goals as necessary and doing what is essential to complete the change 

and maintain it when done.  A complex model which still allows for a strong management figure, 

this model is most adept at providing a visual identification for the change processes suggested 

by the survey results.  

RQ3 attempted to ascertain to what extent religious television managers used 

transformational leadership values in leading the technological change process.  

Transformational leadership values are less concrete than traditional management tactics, and 

deal with such ideas as vision sharing and behavior modeling.  When used, the goal is less to 

influence how workers act during change than to influence how they think and feel about said 

change.  Managers were strongly in the affirmative on the idea of communication of vision 

during the change process, reflecting a positive attitude toward the idea. Similarly, answers were 

mostly positive on the ideas of using change agents in the transformation process and for 

behavior modeling for employees.  Although all of the areas received strong and positive support 

by the respondents, there was a noticeable difference between affiliates and non-affiliates on the 

ideas, with the non-affiliates registering more enthusiastic support for the first two.  The 

difference could be explained as a result of affiliate managers being responsible for 

communicating along a pre-established vision for change, one that is the organization’s rather 

than the manager’s own.  On the other hand, a stronger affiliate support for behavior modeling 

might be explained by the fact that the surveyed managers are not modeling their own change 

ideas, but are comfortable with the idea of modeling the change vision of the organization.  
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While the notable differences between stations who had undergone or were planning to undergo 

optional technological change will receive greater examination later in the chapter, it is worth 

noting that these two station types exhibited dissimilar answers to the leadership principle 

questions, with non-changers being more positive about vision communication, yet less so about 

modeling and change agents.  A possible reason for this could be that, with entities that have 

either technologically changed or planned this type of change, managers are more open to the 

idea of transformational leadership principles, as they have had to put them into effect in a more 

practical sense than the non-optional change managers.  The stronger managerial support among 

non-changing for vision communication may stem from the fact that vision communication is 

less of a practical step for managers to take, and is probably the most likely of the three to be 

practiced even in a change vacuum.  Managers are free to communicate vision for change even 

in the absence of change, and would probably be more likely to do so than to create change 

agents or model positive behavior about change.  Either way, a strong support for 

transformational leadership illustrates that the use of these behaviors is active in the religious 

broadcasting management community, giving an affirmative answer to RQ3.  

RQ4’s purpose was to determine how often traditional management tactics were used in 

technological change processes for religious broadcasting entities.  These tactics can include 

things like detailed project planning, motivational communication with employees, and goal-

setting for employees and for the organization as a whole.  Similar to transformation leadership 

values, management tactics are more about influencing how employees act during change 

processes than how they think or feel about the change itself, although a manager-as-motivator 

can certainly help morale about change by encouraging employees.  Managerial response to the 

use of these tactics was almost unanimously positive in most instances, with the ideas of 
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employee goal setting, organizational goal setting, employee task/goal revision, and creating 

positive change attitudes all receiving response that featured no negative feedback.  This 

response is interesting, and may stem from the fact that traditional management behaviors are 

more likely to be applied on a day-to-day basis, whether technological change is happening or 

not.  

For both transformational leadership behaviors and management tactics, the notable 

difference in enthusiasm between non-optionally changed stations and changed ones was 

interesting.  In each case of management tactics, support was down among the stations that had 

not undergone or planned optional technological change.  While there may be many possible 

explanations for the discrepancy, as with the responses to traditional leadership values, it may be 

likely that the managers of the non-changing stations are simply not able to apply management 

tactics as often as their counterparts, as stations that are not completing or planning change are 

generally going to be smaller and funded to a lesser extent, and thus unable to attempt large-scale 

change of the type discussed in the survey.  Another possible explanation for the answers 

pertaining to both RQ3 and RQ4 is that managers who are less enthusiastic about 

transformational leadership and management tactics are less likely to employ these tactics, 

leading to a less-successful change record.  As with any of the answers, results can also be 

attributed to sample size; it is entirely possible that the managers who responded on behalf of the 

non-optional change stations are simply a group that is less enthusiastic about change 

management and leadership ideas.  Whatever the reason for the differing viewpoints, it should 

also be noted that the differences primarily occur on a ‘strongly agree’ verses ‘agree’ basis, and 

that answers were still almost totally positive.  It may just be an issue of semantics.  
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RQ5 questioned which technological changes were most likely to be undertaken by 

Christian television managers.  The options provided in the survey ranged from mandated 

changes, represented by digital broadcast conversion, to optional changes, which were high 

definition broadcasting, internet streaming of station content, and podcasting of station content.  

As stated in chapter 3, most of the stations were active in upgrading their facilities to a digital 

broadcast.  This result is not surprising; as a change mandated by law, it would presumably take 

precedence over any other optional changes planned by a station manager.  The optional changes 

are also more aesthetically based; if these changes went unmade, it would not result in a 

customer being unable to receive a broadcast signal.  Instead, they simply aid in making a 

broadcast look better or offer another platform for broadcasts to be seen.  Of the optional 

upgrades, Internet streaming was the most popular choice among respondents.  It was the option 

most likely already completed by stations; for stations that were not streaming, it was the option 

they were most likely planning to add.  It makes sense that Internet streaming was the most 

popular choice; of the three options, the Internet is the technology that has been adopted on the 

greatest scale by users.  The technology also does not require a changing of broadcast 

procedures; a station seeking to expand into Internet streaming would not have to replace 

production equipment, as a station seeking a high-definition broadcast would.  A large portion of 

affiliated stations answering the survey also means that many of the stations have a central 

network Website where content is streamed, alleviating the need for the individual stations to 

assume the costs of making the upgrade.  

Almost half of the stations surveyed were broadcasting in high-definition or were 

planning to do so in the next two years, making it the second most likely upgrade among those 

listed.  Again, a large portion of affiliates having made or seeking to make the change may 
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indicate that additional funding is being provided by the network to help defray some of the costs 

of upgrading.  As more and more secular or traditional stations broadcast in high-definition, 

religious stations would be apt to attempt to visually compete with the product offered on those 

stations, making high-definition a priority.  The low rate of adoption of this technology by non-

affiliated stations may reflect the difficulties faced by a non-affiliated station in securing the 

funding for such a move.  Whether this reflects a coming schism between financial haves and 

have-nots or a temporary lag while the costs of technological upgrade decrease, it is a subject 

worthy of continued study.  Affiliated and non-affiliated stations were similarly likely to have or 

add podcasting as an optional upgrade.  As the technology is relatively new, and is likely foreign 

to the theorized older audience that watches Christian television, the lower level of support 

makes sense.  It is interesting that both affiliates and non-affiliates were about as likely to add the 

technology; perhaps the relatively low cost of the upgrade acts as a playing field leveler, much as 

the cost of Internet streaming did.

RQ6 attempted to determine whether or not a correlation existed between the type of 

funding received and the frequency of change attempted.  As stated in chapter 3, stations that 

were affiliates of networks were the most likely to engage in optional change.  This frequency 

likely indicates that affiliate stations are aided in some way in their technological upgrades.  

There did not seem to be a great correlation between the number of funding sources and the 

frequency of change, since the stations that utilized two funding sources actually adopted at a 

higher rate of change than the stations that utilized three funding means.  These totals could be 

due to a small sample size, as the stations utilizing one means of funding had a much lower 

chance of enacting optional technological change.  Even accounting for the difference in the two-

means verses the three-means stations, the results still speak to a religious media manager’s need 
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to assess all possible income streams when planning technological change.  The more areas of 

funding a station receives, the more likely it is to be able to enact those changes that can help it 

match its secular television counterparts.  

Among each of the three individual means of funding listed in the survey, a station was 

most likely to engage in optional technological change if it had funds provided by program 

producers.  Advertising stations were slightly less likely to change, followed by stations that 

utilized viewer support.  The percentages for all three of these funding sources were similar 

overall, meaning that the number of funding sources was probably more important than which 

type of funding sources were used.  It should also be pointed out that it is difficult to get a true 

read on which individual funding source was the most important, since most of the stations used 

several of the funding sources in concert with one another.  Again the implication is clear; a 

religious media broadcast manager needs to be creative in securing funding, making use of all 

possible avenues, thus ensuring a better chance of change.

The final research question, RQ7, sought to establish to what degree a correlation existed 

between the method of funding and the type of change attempted.  There did not appear to be any 

significant statistical anomalies in the data attained for this research question, with most change 

percentages falling between 35% and 60% for each type of funding.  However, there are several 

interesting trends found by additional data analysis.  Every station that was podcasting or 

planning to podcast was funded by program producers, and all but one of these stations was also 

selling advertising time.  One possible explanation for this could be that the individual shows 

that are buying airtime are offering their own show podcasts via the station’s Website.  Similarly, 

all but one of the stations streaming over the Internet was funded by program producers, giving 

that pairing the highest correlation amongst any of the groups.  All but two of the stations 
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broadcasting or planning to broadcast in high-definition were funded by program producers.  The 

same amount of high-definition stations were also funded by viewer support.  Viewer support 

ranked much lower for Internet streaming and podcasting, much as high-definition and Internet 

streaming ranked lower for advertising.  If a station had made an optional technological change, 

chances were good it came from a station funded by program producers.  

The data shows that the biggest correlation between funding and optional technological 

change occurs for stations that are funded by program producers.  The most noticeable example 

of this was for podcasting stations, all of whom were funded in this manner.  While this result is 

interesting, it may be a fallacy to take too much from it, in much the same way the Internet 

streaming and network affiliate connection was.  As more programs begin to offer podcasts of 

their material, it is possible that stations could consider programs like these when calling 

themselves podcasters.  Still, the connection serves as one that could be worthy of further study.  

The same line of reasoning exists for Internet streaming stations, all but one of whom are funded 

by program producers.  Many religious broadcasts offer streamed versions of their programs 

online, and this may have influenced the totals.  As with the answer to RQ6, totals and 

conclusions may be askew due to the fact that many of the stations used several of the funding 

sources in concert with one another.  A good subject for future study would be to determine 

which of the funding combinations is the most likely to produce a station willing to undergo 

technological change.  

Contributions to the Literature

Despite the aforementioned weaknesses, this study can be a contribution to several 

groups of literature and research.  One area that the study furthers is the field of change 

leadership literature.  Since there have been very few examples of change leadership research 
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conducted in the media realm, and even fewer dealing with change in the television broadcast 

environment, any contributions dealing with change in television broadcast environments 

provide a deeper look into an area that is currently underserved in the literature.  The study also 

marks one of the initial forays into change leadership study in the religious broadcasting 

environment, giving an example of how the two disparate fields of study can be melded together.  

The study also provided demonstration that several of the accepted models of change proposed 

by change leadership scholars can be applied to a broadcast setting, perhaps prompting other 

studies to examine the change model and broadcasting relationship.  

Religious television study has traditionally consisted of uses and gratifications analyses 

and content analyses, with little examination into the management structure of Christian 

broadcast stations.  The literature review in chapter 1 established unique challenges and 

problems facing the Christian broadcasting manager, illustrating that research into these 

managers may yield results that reflect different actions and philosophies than that of the 

traditional manager.  Whether or not this study achieved that goal, perhaps it was able to provide 

some insight into the thoughts and actions of a Christian television manager during a period of 

technological change. If the study does nothing else, it can hopefully serve as a touchstone for 

future study of the religious broadcast manager, providing not only ideas for areas to study and 

research questions to answer, but also potential pitfalls to avoid when studying this group of 

managers.  The study may also serve as an illustration of the validity and worth of conducting 

research into Christian broadcasting management. As the Christian television establishment is 

undergoing great technological change, and doing so under the weight of financial barriers that 

may not exist for a traditional broadcast station, this period of study becomes more important, 

helping to understand how these entities and their managers deal with the challenge of change.
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Limitations of the Study

The study’s primary weakness was its small sample size.  While the results provided 

interesting and potentially illuminating data, the 34% survey return rate is too low to have great 

validity.  Despite this, the relatively balanced amount of responses from the various demographic 

groups of funding and affiliation should allow for the results to have merit in the literature.  

Future attempts at data collection with this body should include plans to include multiple follow-

ups, and allow for the possibility of data collection using different methods, in order to boost 

response rate.  

The initial data collection method also proved troublesome.  While e-mail has been 

deemed an acceptable way to conduct a study (Wimmer and Dominick, 2003), and many 

religious station manager e-mail addresses are public information, it was difficult to get the kind 

of responses needed to rely on this distribution method exclusively.   As stations continue 

expanding their online operations, making the Internet a greater focus of their station’s 

distribution system, e-mail may come to be a more viable way to gather information from this 

group of managers.  Any future e-mail survey distributors would do wisely to engage in more 

survey pre-testing in order to know more conclusively if the survey form was user-friendly 

enough to ensure a solid response.  The results for this study showed that mail-outs were the 

most effective means of distribution, and future researchers looking to collect data from this 

population should be ready to have mail-outs as a back-up option if it is not the primary one.

Another limitation of the study was the questionnaire.  Constructed of 15 questions, the 

survey was consciously brief in order to increase participation from the overall group.  While 

there is no way to know for sure whether this helped, the survey’s length did make it difficult to 

collect enough data to provide solid answers for the seven research questions.  There is very little 
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room in a fifteen question survey to gain biographical information about the manager, 

information about the station and its technological changes, and information to answer multiple 

research questions.  Future studies in this area should either work with a longer survey form or 

use a short survey to collect more detailed data for fewer questions.  Again, while the survey was 

pre-tested, it would be advisable to engage in more extensive form testing to determine the 

instrument’s efficacy in both reaching the sample and in providing needed data.

A final weakness of the study may be the answers from the managers themselves.  

Although confidential, it might be theorized that managers of religious television stations see 

themselves as subjects of a higher calling, and thus they may be less likely to give answers that 

portray their attitudes and approaches in a negative light.  Although this problem could 

reasonably be assumed to exist for any field of research where the subject is asked to perform 

self-analysis, it is not impossible to imagine that bias being greater in a field where there is a 

large intersection between the station’s content and attitudinal and ideological principles.  

Further study may help to reduce this potential bias, as might the inclusion of more qualitative 

data.

Suggestions for Future Study

The religious television workplace is a field that has received very little study to this 

point, and as such provides many possible avenues for future study.  The role of the Christian 

television manager as a motivator and change agent should merit further study, especially as 

technological change continues to progress.  Researchers should also consider examining more 

closely managers of low-power and non-affiliate stations, in order to determine how these figures 

are dealing with the onset of new technologies and approaches to broadcasting, and the great 
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costs that these items incur.  A look into these challenges may also reveal how smaller stations 

are coping with matching traditional media in aesthetic change.  

The change process itself also deserves further study, and should the conditions present 

themselves, an analysis of technological change from the point of view of a station’s employees 

could prove useful to the overall literature.  These employees, as the actual institutors of change, 

may provide insight into the importance of employee morale during change, and could serve as a 

way to measure the effectiveness of the manager’s leadership tactics during this time.  An 

employee-centered survey, while ostensibly more difficult to conduct due to a larger population 

base, could also yield results that are more revealing and insightful than a managerial study; 

employees not at the center of change may be more likely to share open and honestly about the 

technological change processes in their workplace.  

As this study was a quantitative approach to the idea of technological change in the 

religious television workplace, it provides statistical data on managerial attitudes but less insight 

into the thoughts of these managers.  Although a potentially cumbersome task, a more detailed, 

qualitative study of technological change management may provide a new and different 

perspective on the subject.  Interviews with managers and employees would give the research a 

more personal slant, and allow the researcher to dig deeper into how managers feel and why they 

feel that way.  Another qualitative approach would be to examine one station as it undergoes 

change, from planning to execution, and how managers and employees handle and deal with the

burdens and challenges of change.  A study of this sort, while perhaps lacking in validity that 

could be applied to the field as a whole, would nonetheless give the literature a new look at a 

relatively unstudied area. 
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Conclusions

The results and research question conclusions as stated above are an early insight into 

how Christian television stations undergo the process of change and how managers in these 

environments control this change.  As a quantitative study, it provides data and numbers that 

give evidence for the use of both management tactics and transformational leadership values in 

the Christian broadcasting workplace.

Several overall trends should be given further consideration.  One is the attitude of 

managers toward management tactics and leadership principles.  It should not be considered 

surprising that the use of management tactics was considered important by the group of surveyed 

managers, especially given the fact that a great majority of them have been in a management 

position for over five years.  These managers have likely employed several of the tactics 

mentioned in the survey and have seen their effectiveness, which in turn influenced their 

attitudes towards the questions.  That many of these managers also displayed an enthusiasm for

leadership principles should also not be considered surprising, for the same reasons.  One 

manager indicated his use of leadership principles in drafting proposals for change, involving his 

employees in the change process: “My staff members are working as agents of the change.  The 

majority of our technological changes are worked through in consultation with my computer 

oriented Tech-Ops Manager and my production oriented Production Manager. . . . We actually 

worked to develop goals together to make the transition to fully digital and [high-definition].”

The contrast between the attitudes of stations planning to change and those that were not 

was more surprising, and could be a subject worthy of further study and analysis.  While overall 

support remained positive, the non-changing managers were generally more muted in their 

support of leadership principles.  A more in-depth change study might shed some light on 
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whether these stations are genuinely less open to leadership ideas or if the results are simply due 

to the anomalies that come with a small sample size.

The results show that Christian television managers are generally open to the idea of 

optional technological change; the majority of stations had changed or were planning to change, 

some in multiple ways.  The breakdown of change types undertaken by the stations, with Internet 

streaming resulting as the most popular choice, could reflect a variety of things.  It might show 

that while Christian media managers are willing for their stations to undergo technological 

change, they are more likely to undertake projects that are “safer” – that is, projects on an 

established platform like the Internet, which has proven its effectiveness as a mass media tool.  

Comments to this effect were shared by one of the surveyed managers: “The first wave of change 

is very expensive and is often replaced by the better idea around the corner. . . . Certain trends 

can economically be embraced, some cannot.  Others, we can at least position ourselves for 

future utilization.”  

These managers may also wish to engage in technological change that is more likely to 

grow the audience.  While high-definition broadcasting may result in a more aesthetically 

pleasing end product, Internet streaming of station content allows for viewers outside of the 

broadcast area to receive the station’s programming, helping the station potentially reach more 

viewers than ever before.  A final reason could be the cost; establishing Internet streaming is a 

much less financially risky proposition for the Christian television manager, especially when 

considering that there is no indication what sort of audience awaits Christian television in high-

definition.  “The cost of new technology drops dramatically each year,” one manager states, “and 

we need to time it so we can meet the . . . mandates and utilize the best of technological 

advancements without incurring excessive debt.”
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The results also showed that many managers are willing to act with some independence 

when it comes to making technological change.  The managers that had made or were planning 

changes answered that they generally did not feel the need to assess other stations when making 

technological change.  This response was not shared  by the managers of stations not involved in 

optional technological change, as they felt that it was more acceptable to take a “wait and see” 

approach with regards to the actions of other stations.  As with the results of the management and 

leadership questions, it remains to be seen whether these managers have adopted the approach of 

watching other stations because they are too small to undergo change without great difficulty, or 

if they are not changing because they are too concerned about the actions of others.  One 

manager stated the issue thusly: “Technological changes at most religious television stations will 

be affected by the budget.  Most religious television stations have severely limited financial 

resources which directly impacts what they can and can not do when purchasing new equipment, 

or as to how pro-active they can be when it comes to being the technology leaders in their 

communities.”

Overall, the study shows a section of the broadcast industry somewhat in flux at a time of 

great technological change.  It indicates that many managers have been able to guide their 

stations through costly, mandated changes like digital conversion, and have still been able to 

achieve success with optional changes that make the program more aesthetically pleasing and 

help it grow its audience through different broadcasting platforms.  It also indicates that there are 

stations that either are unable or unwilling to pursue some of these optional changes; several 

have not even begun work on digital conversion of the station.  It will be interesting as time goes 

by to continue to view these stations, and determine whether or not the gulf between the 

changers and the non-changers shrinks, widens, or stays somewhat the same.  As costs decrease 
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for technological items that are new today, an effective manager should be able to use multiple 

income streams, effective management and leadership tactics, and wisdom to know which 

changes are best for the manager’s station, and will help it continue to grow and expand.

It is hoped that the results of this study have given insight to a traditionally unstudied 

field of the television marketplace, and revealed a merit to the study of the Christian television 

manager.  The implications brought forth from the research are numerous, and provide possible 

pathways for continued research.  Not only can the results be seen as a snapshot of the Christian 

media manager in action, but they may also perhaps serve as a guide for future researchers and 

employees in this field.  As the technological playing field continues to shift, managers in the 

religious broadcast field must be equipped to handle changes and motivate employees to 

embrace change that may be difficult or unpopular.  Managers must not be burdened by their 

position in a field that traditionally has difficulties and challenges that are different and 

sometimes greater than those faced by the secular broadcast manager.  The successful manager 

must understand these difficulties, be prepared avoid them if possible and accept them when 

necessary, and continue to pursue the creation of a successful product for the viewing public.
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APPROVAL FORM
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APPENDIX B

APPROVED SURVEY COVER LETTER
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APPENDIX C

SURVEY FORM
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Survey: Managing Change in Religious Television Broadcasting Stations

The purpose of this study is to examine how managers of religious television broadcast stations 
manage the process of technological change.  Please answer all questions to the best of your 
ability by clicking in each box to place an ‘x’ by the most applicable answer.  All answers will be 
kept anonymous and confidential.  The results will be used in compiling a master’s thesis.

1. How long have you worked in a managerial role in a television broadcast environment?
A. Less than one year
B. 1-5 years
C. More than five years

2. Of the options listed, which does your station utilize to receive funding for operations? (Put 
an ‘x’ by those that apply)

A. Viewer support
B. Selling advertising time
C. Purchasing of airtime by program producers

3. What is your station’s progress in completing the conversion to digital broadcasting by the 
2009 deadline?

A. Conversion completed
B. In the process of conversion
C. Conversion not begun

4. In addition to the conversion to digital broadcasting, has your station made any of the 
following technological changes? (Put an ‘x’ by those that apply)

A. High-definition broadcasting
B. Internet streaming of station content
C. Podcasting station content

5. Of the following changes, which technological changes does your station plan to make in the 
next 24 months? (Put an ‘x’ by those that apply)

A. High-definition broadcasting
B. Internet streaming of station content
C. Podcasting station content

6. It is important for a manager to set stated, targeted goals for employees to reach during a 
period of organizational change.

A. Strongly agree
B. Agree
C. Neutral
D. Disagree
E. Strongly disagree
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7. It is important for a manager to communicate change goals for the entire organization during 
a period of technological change.

A. Strongly agree
B. Agree
C. Neutral
D. Disagree
E. Strongly disagree

8. A manager should make an effort to convince all employees to share in the manager’s vision 
for a technological change.

A. Strongly agree
B. Agree
C. Neutral
D. Disagree
E. Strongly disagree

9. A manager should monitor whether or not employee goals are being met during 
technological change, and revise the goals if need be.

A. Strongly agree
B. Agree
C. Neutral
D. Disagree
E. Strongly disagree

10. It is necessary for a leader to seek out “change agents”  (those that can assume the task of 
communicating about change) in the workforce that can assist with technological change 
processes.

A. Strongly agree
B. Agree
C. Neutral
D. Disagree
E. Strongly disagree

11. It is important to be a leader in the field of technological change, no matter what other 
stations are doing.

A. Strongly agree
B. Agree
C. Neutral
D. Disagree
E. Strongly disagree

12. A leader should model positive attitudes and behaviors about change in front of employees.
A. Strongly agree
B. Agree
C. Neutral
D. Disagree
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E. Strongly disagree

13. Rather than move too quickly with technological change, it is better to watch other broadcast 
stations and react to what they are doing.

A. Strongly agree
B. Agree
C. Neutral
D. Disagree
E. Strongly disagree

14. Positive employee attitudes about technological change are important in helping the change 
go successfully.

A. Strongly agree
B. Agree
C. Neutral
D. Disagree
E. Strongly disagree

15. It is better for a leader to react and facilitate natural change rather than being the institutor of 
said change.

A. Strongly agree
B. Agree
C. Neutral
D. Disagree
E. Strongly disagree

Please feel free to add any comments you may have about managing religious television during a 
time of technological change:

Thank you for your time and participation.  If you wish a summary of
this study, please check here .

Again, your opinions will be kept confidential.
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