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Question 1 (2000 word limit used on recommendation of Russel Harris Tutor) 
Motivation levels and factors influencing motivation at Chapel Lane Media. 
Introduction 
Chapel Lane Media is a publishing house situated in the East of Pretoria. It publishes and distributes three magazine. All three magazines is niche market publications and are distributed through CNA and Exclusive Books. Chapel Lane Media consists of about 12 employees and uses a functional organisational structure within a few various departments. Chapel Lane Media is funded and privately owned by the Managing Editor. I will be analysing the different levels of motivation from the Managing Editors point of view. 
Motivation 
According to Maslow (1954) motivation is driven by just one need. And that needs can be categorised in a hierarchy of 5 different levels: 
- Physiological: Food, drink 
- Safety: Security and protection 
- Social Needs: Love and affection 
- Esteem Needs: Respect 
- Self-Actualisation: Become what we believe we can be. 
Within my own job description of Managing Editor this hierarchical diagram can describe my own basic needs within a job as well as my motivation levels ranging from my basic to the higher level of motivation. 
- Physiological: Close proximity to by place of residents, an expected salary ect. 
- Safety: Medical aid benefits, house subsidy, sick leave days and job security 
- Social Needs: Good working relationships with my fellow employees. Acceptance within our social structure 
- Esteem Needs: Acknowledgement of good performance, prestigious job title ect. 
- Self - actualisation: Further career enhancement, further study opportunities. 
Different motivational levels within different departments. 
The Expectancy theory suggest that the link between effort, performance and rewards are crucial. 
Within Chapel Lane Media we have 5 very distinct departments namely: 
- Marketing and Distribution 
- Sales 
- Design 
- Finance 
- Editorial 
I will be analysing each departments motivational level according to the expectancy theory and the link between Effort and Performance. 

Factors affecting the strength of the link between effort and performance 

Expectancy theory as a whole. 

Marketing and Distribution: 
Ability and skill – It is expected that every person working within the marketing department be in the procession of a relevant degree of diploma. They must also have the skill and the experience to go with the job description. With this comes an expected salary and working condition demand that Chapel Lane Media may not always be able to provide. 
Goals – Goals within this department is clearly set at getting the maximum exposure for the magazines at minimal costs using different media carries such as print, radio, TV and digital social media. From distribution point of view it is getting the printed magazines to the correct stores at the correct dates. This is a straight forwards goal. 
Time – Distribution works within a short period of one week from getting the magazines to the stand. The rest of the month distribution is not actively part of the organisation. Chapel Lane Media uses part time workers for this. 
Resources – Marketing works within a certain budget constraint which could hamper them and make them feel as they are being held back by these constraints. 
Conclusion – Because of the relatively routine work that accompanies distribution, motivational levels aren’t high. This can also be described to the job being part time. 
Sales 
Ability and Skill – Sales teams ability and skills are much more based on past performance and experience. The sales team also have a certain extroverted personality that help motivational levels. They work within a flexible environment and are not confound to the office 
Goals – Their goals is to maximise profits by selling ad space within the magazines. This is their only goal. Of note is that they work on a Performance Related Pay structure (PRP) which many believe to be counter-productive. From a Chapel Lane Media perspective and an employer perspective it works for us. 
Time – Any sales team works within limits of time. They need to adhere to material and print deadlines. This can be a stressful factor for them. But most sales teams of very target driven and because of the high commission structure that is followed at Chapel Lane Media this only motivates them more. 
Resources – They have quite a few resources to help them make their task of selling as space easier. They have a petrol allowance, cell phone allowance as well as notebooks. Nothing is spared within resources in the sales department as they are the main source of income for Chapel Lane Media and high motivational level are important. 
Conclusion – Motivational Levels are high within this groups. They have a culture of Work hard Play hard and this due to the fact that they can earn as much money as they are willing to put the effort in. In this scenario the Effort is directly linked to the performance. 
Design 
Ability and Skill – They are highly skilled individuals working on the creative side of the magazine. Most of them have graphic design qualifications .They always create something new and are have no routine work. 
Goals – The goal of this department is to create a magazine that is as innovative and creative as possible. This means that high levels of motivation is needed to keep their creative edge and preventing them from falling into a rut. 
Time – They work within a three week cycle and are very time driven. The reason for this is that they work on three different magazines continuously. This means that when one deadline is over the next one is directly afterwards. 
Resources – They have huge capital invested in their department in terms of design equipment and software. But it is a once of expense and they don’t consume as much physical resources continuously. 
Conclusion - The design team is a very creative team that works in a very informal environment. This is to help them stimulate their creative minds. Being in a too much of a bureaucratic environment will dampen their motivation. Being creative is also part if Maslow need of self-actualisation and can be seen as a great motivator. 
Finance 
Ability and Skill – They must have some background in accounting as well as a formal qualification. This is a very professionally skilled department with employees that have a unique set of skills and knowledge 
Goal – Their goal are simple in the way that their main purpose is to keep financial records of every transaction that occurs within Chapel Lane Media. They also have the responsibility to work out the commission for the Sales Team. 

Time – The Finance department aren’t very much time or deadline driven. Their only concern is giving the monthly statements correctly to the Managing Editor and making sure that Chapel Lane Media is ready for Tax season. Thus they have a very relaxed atmosphere. 
Resources – They work on standardised computers with Softline VIP software. Resources are again as with design a once of investment and not a continuous one. But they will get anything they need. 
Conclusion – Finance’s motivation lies in their accuracy of their work and timeliness of it. They do routine work that can affect their motivation. But they do not have the stress of the sales team of reaching sales targets. Thus their motivation lies more in work environment and pay structure than anything else. 
Editorial 
Ability and Skill – They all have a journalistic background. As with the case of design they are creative in their work environment. They must have the ability to work under pressure and abnormal working hours as certain events that needs to be covered can occur outside the normal 8 till 5 working hours 
Goal – Their goal is to create editorial content of high value and grammatical standards as well as being factually correct. 
Time – As with the Sales team they work in an time driven and deadline driven environment where articles needs to be completed and submitted at material deadline. This can be a stressful factor for these writes. 
Resources – They are allowed a travel and cell phone allowance with a notebook. They work in different areas and are not confined to the office. They have plenty of resources, 
Conclusion – Because of their pay structure which is Performance Related Pay (PRP) they are usually a motivated department. They write for many different magazine and are essentially an outsourced department. They get paid by the word. Chapel Lane Media is not as much aware of their motivational level because of the fact that they are rarely in the office and work for many different publications. 
Job Design as a factor of motivation within the different department. 
Within Chapel Lane Media we follow the Job Characteristics model (Source: Hackman and Oldham, 1980, p. 8) which is based on three dimension namely Core Job Dimensions, Critical psychological states and a positive outcome. 

The Jobs Characteristics Model 
Skill Variety – Within all the departments a various number of skill can be used and is needed to complete their day to day tasks except within the Finance and Distribution Departments. With ample time to do these activities but not so much to not be a challenge. 
Task Identity – Each departments task is clearly identified in their goal and form part of the bigger cog in the wheel which gives the employees a sense of accomplishment. 
Task of Significance – Editorial, Design and Marketing has the benefit of having a job that’s results can be seen by the clients and appreciated whereas the rest can be seen as just as important but there isn’t a real tangible evidence of their labour. Finance and Distributions needs to be included and made part otherwise they will feel excluded. 
Autonomy – Editorial, design and Marketing have creative cart blanche and are responsible for their own departments. This is because of their relative speciality fields they work in. Whereas Distribution and Finance work with set rules and regulation. 
Feedback – Editorial and Design get a lot of Extrinsic feedback as well as Intrinsic. Finance, Sales and Distribution only get feedback from the Managing Editor as well as the head of each department. Chapel Lane Media’s Extrinsic feedback comes from the digital social media such as Facebook and the Website. There isn’t a real structured Intrinsic feedback process within Chapel Lane Media and feedback is given in a very informal manner. 

Conclusion: 
Chapel Lane Media has a well motivated staff because of the small number employees that work closely together and the informal culture. The pay structure for each department as well as job design makes it much easier for the employee to feel satisfied within their position which leads to higher levels of motivation. 
References: 
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Question 2 (2000 word limit used on recommendation of Russel Harris Tutor) 
Quality Management at Chapel Lane Media 
Introduction 
Chapel Lane Media is a Publishing House situated in the East of Pretoria. It publishes three magazine. All of these magazines are niche market publications. For the purpose of this report on quality management we will only be focussing on Capital Life Magazine , a premier lifestyle magazine for Pretoria and surrounding Tshwane areas. It is seen a publication for the high net worth individual, which bases it positioning in the market on being a physically high quality publication with articles of high grammatical standards as well as being factually accurate. 
Quality as a definition at Chapel Lane Media. 
Chapel Lane Media uses the definition of Tony Jackson (1998) as its framework for what quality entails in the publishing industry in three different sections: 
- Excellence, which is based on the product - based approach where we publish Capital Life as a superior magazine to other competitors in terms of physical layout and editorial content. 
- Lack of Defects, operations approach. Because the no changes can occur when a magazine goes to print and if an error occurs in one magazine it will be the same in the whole print run, Chapel lane Media puts a lot of emphasis on operations to cut out any errors. 
- Value for Money, which combines the Value and User based approaches. Where Capital is developed to be of good value to the customer as well as be sold a price that signifies quality as well as affordability. 
Why Quality Management at Chapel Lane Media. 
The printing industry is in the peculiar situation where no errors of any sort can be allowed. The reason for this is because print run is final and magazines aren’t printed individually but in bulk. Thus if one defect occurs in one magazine it will occur in the whole ten thousand print run. Quality needs to be controlled thoroughly on two different levels at Chapel Lane Media namely: 
- Physical layout. This entails that the layout needs to be correct on terms of index, ad placement, page numbers, cover selections, artwork and many more. Physical layout also entails that the correct paper be used as well as the correct binding method. Capital Life Magazine id printed on a high gloss finished paper and is glue tighter opting to stay away from the cheaper metallic stapler method. 
- The second issue in terms of quality is from a journalistic and editorial point of few, where no grammatical errors can’t be allowed. Fact based articles is also of high value as the physical content of the articles needs to be high journalistic standards. 
According to Dale and Cooper there are four stages in the evolutionary process of quality namely: 
- Quality Inspection 
- Quality Control 
- Quality Assurance 
- Total Quality management. 
Chapel Lane Media follows all four principles as I will now explain. 
Quality Inspection – After Print Runs certain percentage of all magazines all pulled from the distribution process to check for errors. The problem with this reactive approach is that the magazines cannot be recalled and this is merely a informative exercise to be prepared for any feedback we may get from the public. 
Quality Control – This is an extension of the inspection phase where we identify why certain errors occurred in the publishing process and try to eliminate these errors in the future by analysing the cause and solution to this error. 
Quality Assurance – This is the most important aspect in publishing of Capital Life Magazine as I explained earlier that magazines cannot be recalled and if one defect occurs it will occur in the whole print run. This is done through various steps which I will explain with our Quality Management Systems (QMS) later on. 
Total Quality Management – This is the total approach to quality that exists within Chapel Lane Media. Because of the Informal Culture that exists within Chapel Lane Media and the relative small number of employees, Chapel Lane Media takes enormous pride in its publications and have a total commitment to quality. This is partly because of Capital Life’s positioning in the market as a high quality glossy lifestyle magazine for the high net worth individual which is a more affluent and influential reader. 
Quality Management Systems. 
According to Oakland (1989) there is a few specifics a good Quality Management System (QMS) must adhere to: 
- Be a written system 
- Ensure customer requirements are met 
- Ensure organisations needs were met 
- Apply to and interacts with all activities of the organisations. 
To explain how we manage quality at Chapel Lane Media I first need to explain the printing process and then how we mage each step. The publication process can be divided into the following steps: 
1. Writing Articles 
2. Selling Ad Space 
3. Placement of Ads in certain sections. 
4. Layout of Articles 
5. Design of the Magazine 
6. Proof Reading 
7. Final Copy Editing 
8. Printing of Magazine 
9. Distribution of Magazine 

Writing Articles: Journalists need to research their facts and give credible references and sources to their articles. All articles are proof read three times. Firstly by the writers themselves, then by the editor and lastly by the writer again after remarks have been taken into consideration and then rewritten. 
Selling Ad Space: This is a fairly straight forward of working with the clients and checking that their ad material is up to standards according to spelling, grammar and design specifications including DPI (Dots Per Inch) for printing purposes. 
Placement of Ads: Here ads are placed according to specifications of the advertisers and according to their own needs. For example an Watch Maker will always place their ad in the first 20% of the magazine on the right hand side or on the back cover. Final placements are sent to the advertisers and then again checked by the sales consultant. 
Layout of articles: Articles are placed according to their importance and the type of articles that is being written. They can also be occasionally be placed according to category. After the articles are places in the magazine it is sent again to the editor for checking as well as the interns who double check everything. 
Design of Magazine: Here the design team lays out the magazine with the Articles, Index, Ads and covers. After this is done it is sent to the most senior designer to check for errors. The magazine is them published in a PDF format for the next stage. 
Proof Reading: After the PDF ‘s have been published it is sent to everyone in the Editorial, Journalistic and Design Department for final reading and checking for errors. It is then send to the Managing Editor. 
Final Copy Editing: In the final copy editing stage, the managing editor will proof read the PDF and then sign off on the magazine before it is sent to the printer. 
Printing: Chapel Lane Media does not have any control over this process as it is completely outsourced. 
Thus we can see that Chapel Lane Media follows a strict approach of conformance to quality management which is based on: 
- Appraisal Costs: Checking that the physical aspects of the publication is set as well as ensuring that the outsourced printers are up to standard. 
- Prevention Cost: This is the whole process of ensuring that when the publication goes to print that every aspects has been thoroughly managed and checked for quality as outlined in the QMS steps earlier. 
This is the QMS for printing purposes and layout of the magazine which excluded any input and feedback from the readers. 
Barriers and Tension to Quality Management at Chapel Lane Media. 
According to Beckford (1998) there are four barriers to quality management. 
- Systems and Procedures: Chapel Lane Media has a set procedures in the management of quality before going to printers. This is made easy by the set procedures in publishing a magazine which can be checked for quality at each step. There is isn’t an industry set standard but it is followed at Chapel Lane Media to the letter. 
- Culture: One of the problems identified within this procedures is that it is an informal system which is not written of standardised. This is a direct result of the informal culture that is implemented at Chapel Lane Media and the relevant small number of employees. 
- Organisational Design: Quality Management is not part of all the departments job description but it is an overwhelming issue within the organisation as the whole positioning of Chapel Lane Media is based on a superior product within the market. Again we can see that the informal culture plays a role in this. 
- Management Perspectives: Because of the small number of employees at Chapel Lane Media it does not follow a strictly hierarchical structure and there aren’t a set chain of command except for the Managing Editor. We follow a work by example rather than an enforced approach to forcing employees to managing quality. 

Conclusion 
Chapel Lane Media has a well established system for managing quality. The Quality Management System is well set in place although it may be of the informal kind. This is a direct result of the industry that Chapel Lane operates in. The cost of non conformance would be much to high and thus a greater emphasis is place on conformance costs. Capital Life Magazines quality approach is based on the fact the prevention is better than cure. 
Chapel Lane Media manages its quality of its physical product well but there is a lack of flow of information between the readers (customers) and the publishers. There is no set system to check if the magazine is what the customers expects and matching their needs. The only way of checking that the magazine still fulfils it purpose to the readers is through sales figures which again is a cost of non-conformance and can only be rectified after the fact. Thus Chapel Lane Media has no way of checking that the magazine is matching the readers expectations. 
Recommendations. 
- The physical management of quality is well set at Capital Life but it needs to be standardised and be written. 
- As system of customer feedback needs to be set up through various media such as social media or website feedback so that Capital Life Magazine can check if the magazine still matches the customers’ needs. 
References: 
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Question 3 (2000 word limit used on recommendation of Russel Harris Tutor) 
Introduction 
Chapel Lane Media is a publishing house situated in the East of Pretoria. It publishes and distributes three magazine. All three magazines is niche market publications and are distributed through CNA and Exclusive Books. Chapel Lane Media consists of about 12 employees and uses a functional organisational structure with five various departments. Chapel Lane Media is funded and privately owned by the Managing Editor. There is no Human Resource department and all HR duties is handled by the Managing Editor and Head of each Department. I will be critically discussing the influence that the HR policies has on the performance of Chapel Lane Media from the Managing Editors perspective. 
Human Resource Management as a definition. 
I will be taking the definition of “All management decisions and actions that affect the relationship between an organisation and its member” (Open University Session 13, 2005:89). Legge (1989) argued that HR as a function has broadened from a specialist view to HR management perspective. 
Within Chapel Lane Media we use the Harvard model by Beer et al. (1984,1985) which give each department head or general manager greater and in Chapel Lane Media case all the Human Resources responsibilities. This can be shown in the below figure and I will be critically discuss each policy. 

A human Resource System 
- Human Resource / Flow: Within Chapel Lane Media any recruitment and or need for a new employee is identified by the Head of Department. This will then me discussed with the Managing Editor. The whole process falls under the discretion of the HOD. Because of the relative small number of employees at Chapel Lane there is no set policy when it comes to recruitment. This is all done on a very informal basis which can lead to confusion within the organisation. 
- Performance Management: Performance Management is again handled by the Head of Each department. The department are small and of such nature that there is a close working relationship between the HOD and employees. Within Chapel Lane Media there is no on the job training or induction programme. The publishing industry is of such a nature that most positions are filled by experiences people. The organisation is too small to give training as well. But they do follow a process of shadowing. Performance are managed on a informal manner and discussion. This is not ideal for Chapel Lane Media as it can lead to bickering and there is no physical proof of performance . 
- Work Design: Work design within Chapel Lane Media can be shown in a diagram of a work system. 
Within each department of Chapel Lane Media we follow different Supervision Management Styles. Distribution and Finance is very much a Control-Based system whereas Marketing, Editorial and Design is a Commitment-based system. Within the Control-Bases System the department work under close supervision and have close descriptions of their job specifications. Commitment based system has a broader job description and the employees in that department can make more decisions at their own discretion. This system works well within Marketing, Design and Editorial as they are departments that thrive on innovation and freedom is needed to help it along. 
- Employee Involvement: Within Chapel Lane Media there is no Representative Involvement as none of the employees are part of an Union. Chapel Lane Media uses the Direct Employee Involvement model. This is a direct result of the small number of employees at Chapel Lane Media as well as the Informal Culture within the organisation. Chapel Lane Media tries to get the staff involved in the work to give them greater responsibility for example certain individual within the Marketing Department were given certain promotions to handle by themselves. This enhance the communication line greatly between the HOD and employees. Chapel Lane Media also employs a system for listening called a discussion forum once a month to air any grievances, compliments or suggestions. It is done on a informal basis. Chapel Lane Media calls this Flat Plan Meetings. 

Evaluating the performance of the Hum Resource Policies at Chapel Lane Media. 
I will be evaluating the HR performance according to the following indicators 
- Cost Effectiveness 
- Building Human Capital 
- Commitment and Motivation 
- Goal Congruence 
- Ethical Acceptability 
Cost Effectiveness: Because of the small number of employees and having no dedicated Human Resource Department there is very low costs involved within Chapel Lane Media. The only few times that it does require capital investments is when a employee needs to be let go and an external Labour Law firm need to be consulted. As well as recruitment which is done through Recruitment Agencies can be very expensive. But this is cost incurred at erratic intervals and not on a continuous basis. 
Building Human Capital: Because of the policy of using recruitment agencies, Chapel Lane Media has little or no control over who it comes into contact with to recruit. This can be a negative factor to consider. But overall it retains employees over long periods as Chapel Lane media offer great growth opportunities as well giving certain departments a lot of responsibility which keeps the employees motivated. 
Commitment and Motivation: Chapel Lane Media has a very informal culture. Everybody works in close proximity with each other. This makes the commitment levels high as the employees knows that their performance and work directly affects his or her team mate. This helps with the motivation levels as well. The problem with this is that one member can negatively affect the rest of the staff. This is a problem of not having a dedicated Human Resource Department that can help in implementing motivational programmes. 
Goal Congruence: The common goal within Chapel Lane Media is selling ad space and creating a superior product to that of our competitors. Again because of the small number of employees and informal culture everybody knows what the common goal is. All department work towards this common goal. This is HR strategy that was implement by the Managing Editor by enforcing clear communication lines between departments and have inter departmental meetings. 
Ethical Acceptability: Within Chapel Lane Media and the broader journalistic community all publications are monitored by independent Media watchdog organisations. This forces Chapel Lane Media to publish ethical and factually correct article. Chapel Lane Media’s ethical responsibility is towards their investors which is the Managing Editor himself, which makes unethical behaviour unlikely. To the wider community and clients we have the responsibility of being a neutral and ethical source of information. 

Conclusion 
Within Chapel Lane Media there is no dedicated Human Resource Department. The HR duties are taken up by the Head of each Department as well as the Managing Editor. This situation has its advantages of cost saving and informal well motivated working environment but has the negative effect of having no formal procedures when certain situations occur that needs to be handled. 
My recommendation would be to keep the situation the same with no dedicated Human Resource department but getting HR consultants in form time to time to assess the current situation and make suggestions that can improve the performance of the organisation. 
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