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Today, Public Service Broadcasting, whether
run by public organisations or privately-
owned companies, is not only challenged
by political interests, but also by increased
competition from commercial media. The
advent of the digital age has ushered in

an array of commercial satellite-to-cable
channels that threaten public service
broadcasting audience loyalties. If viewers
are to be retained, there is a pressing need
for more dynamic and innovative public
broadcasting.

Free from political interference and
pressure from commercial forces, Public
Broadcasting's only raison d'étre is public
service. It speaks to everyone as a citizen.
Public broadcasters encourage access to
and participation in public life. They develop
knowledge, broaden horizons and enable
people to better understand themselves

by better understanding the world around
them. With its specific remit, which is
essentially to operate independently of
those holding economic and political power,
public service broadcasting provides the
whole of society with information, culture,
education and entertainment; it enhances
social, political and cultural citizenship and
promotes social cohesion.

In the past ten years, UNESCO has been
actively engaged in exploring more deeply
the concept of public service by specifying
the functions, particularly in the fields of
education, science and culture, which it is
meant to perform, and the means required.
Member States called upon the Organization
to support public service radio and television

broadcasting so that it can fulfill its cultural
and educational mandate. UNESCO has
continuously supported capacity-building

of media professionals, responsible for
production, and programming, particularly
in issues related to editorial independence,
ethical standards and effective and dynamic
management.

It is in this context, and upon the request

of a great number of developing countries
media managers, that UNESCO has initiated
this handbook. The manual is designed

with a specific focus on Public Service
Broadcasting, but it could be used by every
interested individual or media practitioner.
It's a straightforward guide that can help
make a broadcaster’s programming more
vibrant and engaging. It also offers advice
to media executives on how to refine their
management structures and practices, to
keep their companies operating smoothly.
What's more, it provides practical tips on how
to create sustainable financial plans which
will help propel public service broadcasters
into the future.

We believe that this reference book can
enhance both the economic and the civic
competence of journalists and broadcasters.
We hope that it will promote a free and
pluralistic journalism and assist broadcasters’
companies in becoming more independent
and sustainable; both of which are
fundamental for modern democratic societies.

Armoogum Parsuramen
Director and UNESCO Representative
to Bhutan, India, Maldives and Sri Lanka



If you're looking for a theoretical textbook
full of trendy management jargon - or for a
technical buffs’ guide to the latest electronic
wizardry - this isn't it.

Nor will it give you a universal blueprint

for the ‘right answer’ or the ‘best method’

- panaceas for which I'm repeatedly asked at
international conferences and seminars but
which don't, I'm afraid, exist.

What it will provide is a repertoire of
practical management tools - approaches,
structures, systems and techniques - which
have been proved to work in a variety

of broadcasting contexts and which are
particularly relevant to countries-in-
transition.

For whom is it intended? Though it
includes a chapter on media institutions and
governance, it's not primarily concerned with
the constitutional and political aspects of
media management, which are already well-
covered in many other publications. Rather,
it's @ hands-on guide for senior and middle
managers who want to see their operations
flourish and succeed in a rapidly-changing
and increasingly competitive environment.
Its aim is to help them make the most
effective use of whatever levels of resources,
money and staff are available within their
own organisations.

Rich-country colleagues who are already into
HDTV, multi-platform distribution, large-scale
webcasting, podcasting, mobile reception,
interactivity, ‘quadruple-play bundling’ and
the rest may find some of it old hat to them.

| can say only that more than twelve years

of working with broadcasters in countries-
in-transition - many of whom have no real
tradition of pro-active management and
would envy the resources you had decades
ago - have shown that this is exactly the kind
of practical guidance they want and need.

That's not, of course, to imply that the
latest technologies should be inaccessible
or irrelevant to countries-in-transition.
Indeed, given the speed of change, some

of them may be in a position to ‘skip a
technological generation’ in broadcasting,
just as they have in adopting mobile
telephones ahead of land-lines. But the
basic management principles in the manual
apply to them too.

I'm indebted to many organisations
and individuals for their contribution to
developing these ideas.

To the BBC, of course, where | spent most
of my working (and therefore my learning)
life. To Westcountry Television, for the
experience of starting-up from scratch

a completely new and ground-breaking
operation and for introducing me to the
world of commercial broadcasting. To
the Cabinet Office Top Management
Programme and its remarkable tutors,

for some revelatory insights into modern
management principles and practice. To the
Thomson Foundation, the British Council,
the UK's Department for International
Development, the Council of Europe and
the OSCE for opportunities to work with
broadcasters and governments in some



twenty countries-in-transition; their
assignments have been the source of much
of the material in this manual. To UNESCO
for making the manual possible. And to

the very many professional colleagues and
friends with whom I've been privileged to bat
around ideas and opinions over more than
forty years.

Particular acknowledgements are due to
Dick Bates and Zofair Ammar for their
input on financial management and to Phil
Speight for his suggestions on editorial and
production practice.

If there are errors in the manual the fault is,
of course, mine alone.

The terminology I've used is generally that
of British broadcasting conventions and
practice. (‘Regional’, for instance, usually

refers to regions within a country, rather
than to wider geographical groupings of
several countries - like the Middle East

or the South Pacific.) Where that might
risk confusion, I've tried to clarify what's
intended. Because its operations are more
complex, many of the illustrations are
taken from television but the principles are
manifestly equally applicable to radio.

We're facing an era of change on an
unprecedented scale and at unprecedented
speed. Let's together ensure that the media
lead the way down the road of management
reform and progress. That way the
development of broadcasting can also bring
with it broadcasting for development.

John Prescott Thomas

Bristol 2009



What's the
Media Game?
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he truth is that nobody really knows
T- yet. The only thing that's absolutely

certain is that the old certainties have
gone for good.

The BBC was designed in the 1920s on the
pattern of the British civil service torun a
monopoly. If it had stayed that way, it would
now be as dead as the dodo. As will be any
broadcasting organisation which fails to
adapt to the new media environment. (And,
sadly, the dodo doesn't even know that it's
extinct: none of us gets to read our own
obituary.)

There's no market more dynamic and
fast-moving than that of the media. New
technologies - and convergence among
existing ones - are causing monumental
shifts both in consumer behaviour and

in the potential for content providers

and distributors. Some will emerge as

big winners; but the actual take-up by
consumers is by no means universally
assured and is constantly changing.
(Viewers with access to 24-hour television
news services currently watch them for only
nine minutes a day on average; in Britain,
ITV has already closed down its rolling-news
channel.)

As digital technology brings with it a
previously unimaginable proliferation of
media outlets, the audience share of any
individual broadcaster must inexorably
fall. The figures are already a fraction

of what they were even ten years ago:
programmes once watched by 15 or 20
million viewers are now lucky to attract five
million and the figures are still falling. In
fact, in this new media world, to speak of
broadcasting in its traditional sense may
become an anachronism. Though people
are still spending a lot of time in front of

their screens, they're devoting much less of
it to viewing broadcast schedules. In 2006,
internet use in Britain exceeded broadcast-
television viewing for the first time; at the
time of writing, Google's UK advertising
revenue has already overtaken that of the
terrestrial commercial television channels.

So content providers are increasingly
integrating terrestrial transmission with
satellite, cable, broadband and telephony.
And with print: the web-sites of newspapers
are increasingly indistinguishable from those
of broadcasters; which raises interesting
questions for regulators in countries where,
historically, the regulatory regimes for the
two means of publishing are significantly
different. For broadband distribution of
similar content, which rules should apply?

DVDs, video-on-demand, interactive
channels and video games are all
transforming the traditional viewing
experience. PVR (‘every viewer his or her
own scheduler’) enables the audience to
by-pass commercial breaks, with major
consequences for conventional advertising
revenue. With the spread of broadband, the
internet is becoming a distribution network
on a scale inconceivable when its only
access was by slow and expensive dial-up
links. Mobile reception is making significant
inroads, suggesting that ‘place-shifting’

will be the next step-change beyond (now
long-established) time-shifting: viewers will
be able to watch their own television on a
laptop or other device anywhere in the world
via the internet.

And the simplification - and the cheapness
- of authoring equipment and software
means that anyone can now shoot and
edit their own material and blog and vlog it
world-wide over the net. (You can already



buy an Apple PowerBook loaded with Final
Cut Pro for less than £2500.) The use by
the professional media of more and more
so-called UGC (user-generated content),
both on-screen and in print, suggests that
the ‘citizen journalist’ is becoming a reality.
We're seeing a democratisation of the
airwaves - a major shift from a channel-
based to a network-based world, from ‘push’
to ‘pull’ consumption.

That doesn't mean, of course, that ‘linear’
broadcasting will disappear; indeed, it's likely
to remain the principal content-source for
very many people. But it will have to learn
how to co-exist with many other competing
outlets and to survive with much-reduced
audiences.

In the face of this revolution, what can
conventional broadcasters with limited
resources do? The answer is: stop being
conventional. Even if many of the new

opportunities are not realistic options for
you, get rid of outmoded ideas, dismantle
old-fashioned structures, abandon
bureaucratic procedures and build in
flexibility and fast-moving adaptability. And
even if (or, rather, especially if) you're a
publicly-funded outfit, learn the cost-saving
lessons of successful commercial operations
and apply them internally. Get competitive
by optimising operational efficiency and
cost-effectiveness. That or, I'm afraid, wave
goodbye to your audience.

You don't actually need state-of-the-art
technology to do this, though of course
it's nice to have. Nor do you need to

have mastered the works of the latest
management-speak gurus. What you do
need is a different way of looking at things
and the will to put that new thinking into
practice.

That's what this manual is all about. HEE






f you're a commercial broadcaster, the

obvious answer is to earn money for your

shareholders. But it's not as simple as
that. Even if you're commercially-funded,
you may well have public-service obligations
written into the terms of your broadcasting
licence. And even if you're state-funded,
you may have to supplement your income
from public money by raising commercial
revenue from advertising or other sources.
There are now very few public-service
broadcasters which are financed wholly and
solely from public funds; the BBC, Japan's
NHK and ABC in Australia are the only major
ones. The first two funded by a licence fee
and the third by a government grant. So,
one way or another, you're quite likely to be
operating in a ‘mixed economy’. Where do
you sit in that market?

As the range of digital opportunities grows,
the argument that the spectrumis a
scarce resource requiring firm regulation
becomes less sustainable (more on this

in Chapter Three). So we're likely to see
commercial broadcasters acting more and
more as dealers in a commodity and radio
and television stations finding themselves
free to adopt an engaged editorial line, as
newspapers have done for decades. The
first signs of these changes are already
with us: Fox News is a strong example

of the second, with an explicitly-declared
political agenda; examples of the first can
be found almost everywhere. But, in news
at least, it seems likely that ‘due impartiality’
will continue to be a requirement for
broadcasters which are publicly-funded.

Of course, most countries-in-transition aren't
there yet. How might their media position
themselves?

Let's start from first principles.

Article 19 of the Universal Declaration of
Human Rights 1948 states:

Everyone has the right to freedom of
opinion and expression; this right includes
the freedom to hold opinions without
interference and to seek, receive and
impart information through any media and
regardless of frontiers.

Very many countries have signed up to this
declaration. Soin how many of them is
Article 19 observed?

The answer is that only 20% of the world's
population live in such free-media societies.
The ‘least free’ media environments are

in Asia, where many governments see
dissent and opposition as ‘not conducive

to the general good'; in such countries

We need to establish that free media are an
essential element in civil society. That's an idea
which it's still difficult to get past what we might
call the 'Ministry of Information mentality’'.




there's a long way to go. But nor should
western democracies feel complacent: in
the 2005 press-freedom league-table issued
by Reporters Without Frontiers, while the
Nordic nations led the field, Britain ranked
24th and the United States only 44th.

We need to establish that free media are an
essential element in civil society. That's an
idea which it's still difficult to get past what
we might call ‘the Ministry of Information
mentality’.

While governments will rightly have their
own press and public relations operations,
we should maintain that it's not right

for them to control directly - still less

to monopolise - national broadcasting
institutions. Even where they're publicly-
funded, broadcasters should be free to treat
information from government agencies
exactly as they would treat information
from any other source (with one or two
exceptions, like dealing with national
emergencies or natural disasters, which are
considered in Chapter Three).

Though western European nations haven't,
historically, been at all immune to the
politicisation of broadcasting, the role of the
media should nowhere be to act simply as a
mouthpiece for the government of the day.
Rather, their duty is disclosure in the public
interest: the revealing of information and
the holding to account of public institutions
and individuals for their statements and
actions. (Remember the old definition

of news as ‘'something that someone,
somewhere, would rather you didn't know".)

It follows that public-service media should,
overall, represent properly and fairly all
voices in society. In particular, when a
majority view has prevailed, they should be

able to ensure that the views and interests
of minorities are still safequarded and find
expression.

Is this an utopian ideal? No - because

it already exists in many countries. And
because the ‘Ministry of Information" model
is becoming, in practice, less credible and
sustainable almost by the week. Here are
just five examples:

In an East Asian country, the authorities
are anxious to ensure that the internet isn't
used to spread ‘incorrect’ ideas - so they
apply filters in order to police web traffic.
But inventive bloggers have got round this
by devices such as spelling ‘democracy’ - a
trigger-word - with a zero instead of an o.
Anyone can read and understand it but the
computer doesn't recognise it. This then
becomes a cat-and-mouse game, with each
side manoeuvring to keep one jump ahead
of the other; information suppressed on one
web-site also quickly pops up somewhere
else.

In an African country some years ago
the government banned an issue of the
major national newspaper which included
an article critical of the authorities. This
achieved little other than to make the
government look foolish, because the article
had already been published electronically
and was available world-wide on the web.

In a country in the Caucasus, the state
broadcaster made no mention for three
days of a ferry disaster in which many had
died. Meanwhile, everybody had heard
about it on the grapevine and people were
already demonstrating outside the ferry
company's headquarters, wanting to know
what had happened to their relatives. (The
demonstration wasn't reported either.)

In the Arabic-speaking world, some
state broadcasters operate restrictive



regimes; but satellite broadcasting takes
the independent voice of al-Jazeera to a
television audience of many millions of their
people in a common language.

In the former German Democratic
Republic, long before satellite transmission
was common, many television aerials in
border areas were regularly swung towards
the west to receive alternative sources of
information and opinion.

All this suggests that one of the best
arguments for persuading politicians of the
merits of free media is that imposing direct
control doesn't ultimately work. The sheer
volume of web-traffic, for instance, will in
the long term make it un-policeable. There
are already more than 75 million servers in
the world and that number is growing by a
million a month; the world-wide web has
3,000 billion pages and another 25,000 are
added every hour. China has already given
up trying to control the Wikipedia web-site.

Even where governments are rigorous in
suppressing free expression, the idea that
by doing so they control the way people
think is often illusory. In the Soviet era, the
two major state media mouthpieces were
Izvestia (The News) and Pravda (The Truth).
Among the Russian people, a well-known
joke was that v Pravdye nye izvestia,

v Izvestiye nye pravda. 'There's no news in
The Truth and no truth in The News'. When
people know that information is being
suppressed or manipulated, they become
contemptuous of the official media and find
their own alternative sources and means of
expression.

And even when governments profess to
act from the best of motives - maintaining
national unity in the drive to development,
for instance - the results can be counter-

productive. The financial scandals of the
1990s in South-east Asia showed how, far
from protecting decent values, restrictive
control of the media simply served to
conceal massive corruption. If governments
really want the media to be a tool for
development, that should include being a
tool for democracy.

It's therefore important for media
practitioners to persuade politicians

and officials that, in the modern global
context, they have more to gain than to
lose by promoting media freedom. Before
1980 the Kenyan government tended

to view the institutions of civil society

more as competitors than as partners in
development. There was deep suspicion

of any organisation with the potential for
developing an independent power-base -
which included the media. The government
was able to ensure that the population was
only partially-informed by discouraging

the coverage of civil action organisations:
equipment would be confiscated, publishers
would be detained and vital advertising
revenue would dry up for fear of offending
the authorities.

But, as the country progressed from
single-party rule to multi-party democracy,
politicians began to accept that the state
alone simply didn't have the resources to
deliver the development initiatives promised at
independence. So the 1989 Development Plan
finally acknowledged that non-state bodies had
a part to play alongside government and that
the role of the media was crucial in promoting
the wider public interest.

The lesson is clear. If a government imposes
direct control on the media, then civil
society will indeed become a rival rather
than a partner; and the more restrictive
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the control, the more opposition elements
will seek to exploit alternative outlets

for their political advantage. Ultimately,
governments are therefore better-served
by public-service broadcasting which is
firmly established outside the political
arena. And, from the management point
of view, it becomes increasingly difficult for
a broadcaster to compete with rival outlets
unless it has the credibility which comes
from editorial independence.

The experience of South Africa in 1994

is perhaps the most positive recent
example of a fundamental change in the
government / media relationship. The
South African Broadcasting Corporation,
once an institution deployed explicitly in
support of the nationalist government’s
apartheid policies, was transformed into a
force for democratic expression in which
the broadcasters were given independent
editorial responsibility. As one observer
commented:

For the tens of thousands who stayed glued
to their screens for Election 94, the image of
non-racial, non-sexist harmony and goodwill
that was beamed into their living-rooms held
out more hope for South Africa than many
of the parties could offer.

In Thailand, privately-owned newspapers
gave crucial support to democracy in the
free elections of 1991 and went on to bring
public opinion to bear on making politicians
accountable and endorsing the rule of law.
In 1996 the first non-government television
station began broadcasting, with an
emphasis on news and documentary output.
Radio became even more daring in giving a
voice to alternative views - to the extent that
even the state media began to change.

Sadly, such freeing-up of the media can be
short-lived. In1990, for the first time, two
non-political appointments were made to the
chairmanships of the state television and
radio corporations of one central European
country - and for two and a half years its
broadcast media were actually among the
most independent anywhere in Europe. It
didn't last: by 1993 the government had

won a ‘media war’ which removed their
autonomy. It's also ironical that, in the same
country, some dissident publications which
were actually tolerated in the later stages of
communism have since been forced to close
under the financial pressures of the new
free-market economy.

If the media lay claim to freedom of
expression in the public interest, it follows
that they must in turn conduct themselves
ethically and responsibly if that freedom is
to be justified (see Appendix A, Section1). If
they don't, there will be many forces at large
only too ready to take their freedoms away.

It's also important to persuade politicians
that media coverage is most effective when
it starts from the audience's point of view,
not from the establishment's. | was once
in an Asian country when the government
announced a plan to ensure that all its
children should be immunised against polio
- a marvellous initiative which deserved
universal recognition.

So how did the state broadcaster deal with
it? By covering a press conference at which
the minister extolled his government'’s
(admirable, | repeat) enlightenment. But
what did the audience really need to know
about the innovation? If you start from
their point of view, you get quite a different
order of priorities. What's important to



themis:

B The nature of the danger

B What immunisation will do for your child
m |t's universally available

m |t's free

m |t's safe

M |t's painless (oral, not injection)

B Here's where to get it.

The Americans have a good term for

this kind of information: news you can

use. Politicians (who often don't really
understand how the media work) can be
slow to realise that it's an approach which
would win them more accolades among their
people than any amount of PR posturing.

We practitioners need to work constantly to
sell these messages. HEE
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Media institutions

Since the framework within which we work
largely determines what we can and can't
achieve as managers, it's worth considering
the pros and cons of different systems.

Designing a framework within which the
media operate is a multi-layered process.
Some elements will need to be specified

in primary legislation; others may be
delegated to an independent regulator

with devolved statutory powers; media
operators themselves will have their own
internal codes of practice; and professional
bodies may also endorse codes of ethics and
standards.

One way or another, the framework needs to
cover, essentially:

B Media governance

B The registration of media outlets

B The licensing of media outlets (including
licence fees)

B The ownership of media outlets
- particularly foreign- and cross-ownership

B Licence award procedures

B Licence compliance procedures

B The regulation of media practice

B | egal constraints on the disclosure of
information

Primary legislation

The media scene is developing at an
extraordinary pace. Any system therefore
needs to be flexible enough to accommodate
rapid change without the need for the
constant revision of primary legislation.

So instruments such as broadcasting

acts should do no more than establish

the institutions and embody fundamental
principles; their detailed application should

be governed by regulatory codes which
can be readily amended as circumstances
change.

An act of parliament, for instance, might
establish the basic principle of observing
acceptable standards of taste and decency
but it's the requlatory body's code of practice
which would interpret this broad intent in
terms of the specific use of images, language
or techniques. The regulator can then
amend the rules in the light of experience
without having to refer the matter back to
government.

Regqulatory bodies

This principle of regulation at arm's-length
from government is also a safeguard
against the media's becoming a tool in

the direct control of politicians: an aspect
of the ‘separation of powers' principle

which is crucial in democracies. In Britain,
politicians (of all parties) will from time to
time fulminate against some perceived
transgression by the BBC; but, historically,
the minister responsible for broadcasting
(again regardless of party) has always replied
that the BBC is not a government agency,
that he or she doesn't exercise direct control
over it and that the complainant should

take the matter up with the BBC's own
(independent) Board of Governors. The
Board of Governors has therefore acted as

a 'buffer’ between politicians and media
practitioners: it has made the BBC a self-
requlating body.

In many parts of the world this is an alien
concept. While working with British
colleagues in one country-in-transition, we
were told unequivocally by a minister that,
if he'd had his way, we'd never have been
invited to give advice: ‘I'd have chosen
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someone from South-east Asia, where they
know how to make the media serve the
government's interests.’

| also remember talking with the Minister
of Information in a West African country
who was under pressure from his fellow
politicians to ‘stop the media doing

what they're doing’. With remarkable
enlightenment - and bravery - he was
trying to wean his colleagues away from
the expectation of media manipulation and
towards a culture in which the government
should expect to make its case to the people
alongside alternative views. Sadly, he went
in the next coup.

A consultancy report on the state
broadcaster in the same country showed how
damaging political interference could be:

Two factors are militating constantly against
true professional independence: the formal
relationship with the government and the
limitations of resources, which are also
funded by the government. These are
having profound distorting effects, both
editorially and financially.

The country’s FM radio service is already
proving an attractive vehicle for advertisers
and has the potential to mitigate some of

the financial problems. But government
interference means that the organisation is not
in full control of its own airwaves and cannot
therefore plan its schedule for maximum
audience-effectiveness. So, if there is a political
requirement to carry at length a live event like a
party rally, there are consequences both for the
editorial balance of the output and for revenue-
earning capacity.

The regulatory system for commercial
broadcasting is usually different from

that of the public services. In Britain, the
government has delegated the overseeing
of the industry to an independent regulatory
institution - OFCOM, the Office for
Communications, which governs the entire
communications sector, including telephony
and spectrum management (as does AGCOM
in Italy) - with statutory powers to award
broadcasting licences and to police the
conduct of the operators. Again, regulation
isn't seen as a direct function of the state.

But the British system is in the process of
significant change. There has long been a
view that it's unacceptable for the Board of
Governors both to govern the BBC and to sit
in judgement on its performance. The BBC
has therefore already been made answerable
to OFCOM for a number of regulatory issues
and that list is growing; the BBC has since
re-constituted its Board of Governors as a
more independent Trust.

Many voices in the industry see this as

no more than a holding measure and

the beginning of the end of the Board of
Governors concept. There are arguments
that there should now be a single common
requlator for all broadcasting outlets,
whether publicly-funded or commercial, so
that everybody is obliged to work to the same
standards and be held to account in the same
way. This would require the internal role of the
BBC Governors to be fulfilled by non-executive
directors sitting on a single corporation board,
as with any other enterprise.

That argument is becoming increasingly
persuasive in a changing media world and
this manual suggests that it offers a sound
regulatory model which can be applied in
most contexts. One of its advantages is
that it can ensure equity of treatment for
the three tiers of broadcasting - public,



commercial and community. (In South
Africa, commercial and community
broadcasters successfully lobbied the
regulator to impose on the SABC detailed
public-service obligations which would
reduce what they saw as unfair competition
on their territory.)

Registration and licensing

There can be no real objection to the
principle of registering media outlets: the
requirement to register a newspaper, for
instance, can hardly be described as an
interference with the freedom of the press.
Indeed, it's right that members of the public
should be able to identify the owners and
publishers of a newspaper - if only to know
whom to sue if they think they've been
mistreated in its pages. Registration is
accepted pretty well universally. But it
should be a right as well as a duty - not liable
to refusal or withdrawal at the discretion

of politicians or officials and not requiring
periodic renewal.

The licensing of newspapers is quite a
different matter. Because it places the
ultimate control of periodicals - and
therefore of what they report and how they
comment on it - in the hands of the licenser,
it is indeed potentially a denial of press

freedom. The only real purpose | can see for
granting such licences is to have the power
to revoke them and so, under that threat,

to keep the media compliant and subdued.
Because there’s no finite spectrum for the
publishing of printed matter (as there is with
broadcasting), the argument for ‘rationing’ a
scarce resource isn't sustainable. In fact, in
most democracies, the licensing of printing-
presses disappeared two hundred years ago.
But in countries like Malaysia and Singapore the
right to print newspapers and periodicals is still
granted only by government permit - and the
permit may be withdrawn if the government
doesn't like what the media are printing.

Broadcasting does present a different case.
We might say that a free press should be
constrained only in the same way that a
private citizen is constrained: by common
laws governing issues such as libel, slander,
contempt of court, trespass, copyright and
soon. But the allocation of broadcasting
frequencies is determined by international
agreements among governments and it's
therefore not only reasonable but also
essential for those governments to have
mechanisms for controlling their domestic
allocation. While, in principle, any citizen
might have access to a printing-press,
access to the airwaves still requires a
‘gatekeeper’.
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Though, as we've seen, digital technology

is making a vast multiplicity of outlets
technically possible, many economies will be
unable to sustain unregulated commercial
competition on a very large scale - certainly
if there is to be any concern for diversity,
quality and public service. This has already
been seen in some Balkan states, where
political change was accompanied by a
headlong rush to set up literally hundreds of
commercial stations in countries with tiny
populations and a very low GDP. Needless to
say, the advertising market couldn't support
this volume of output and many of them didn't
last long.

On the commercial front, there are those
who argue that's fine: a free market should
indeed be left to find its own level. Few
countries-in-transition are likely to agree
that such an approach will meet the real
needs of their people - particularly of the
poor. In adevelopment context, the media
have a vital role to play in educating the
public, making people aware of their rights,
encouraging participative democracy,
exerting pressure for enlightened
governance and exposing wrongdoing. The
development of regulatory and licensing
systems in some countries of the former
Yugoslavia was also able to mitigate
tendencies to use the airwaves to inflame
ethnic hatred.

Universality, independence and diversity are
key to this concept of public service. Indeed,
a colloguium conducted by the New Delhi
Centre for Media Studies concluded that:

The official media, increasingly market- and
consumer-orientated, are out of tune with
the values needed to promote broad-
based human development. Development
communication is most effective when

practised as part of social action locally,
rather than delivered top-down by media
professionals.

And here's another quote from a media
conference:

The country needs a non-profit information
consortium which would provide the kind

of information that society needs but which
commercial broadcasting is not providing

..... The gaps which need to be filled are in
education, public issues, culture, the arts and
children'’s programming.

A contribution from a country in the
developing world? No: in fact the views of
an American delegate commenting on the
media scene in the United States. (There's
more about how to ensure you're really in
tune with your audience in Chapters Six and
Eight.)

A market-driven commercial sector alone is
therefore, for quite understandable reasons,
unlikely to meet all the needs of a society,
whether rich or developing. Soit's right
that there should be a system for awarding
broadcasting licences and ensuring that any
public-service requirements in the terms of
the licence are delivered. It should be clear
that what's being licensed is the provision
of a specified service, not just the use of a
specified frequency (though that service
may, of course, be devoted entirely to sport
or to entertainment, if that's what you

want; the classic definition of public-service
broadcasting is, after all, that it should
‘inform, educate and entertain’).

How should the licences be awarded? Not
directly by a ministry, we should maintain,
but by that independent requlatory body
operating at arm’s-length from government.



In most contexts, a straightforward tendering
system for granting licences will be perfectly
appropriate; but the process must be open,
transparent and representative of the public
interest. It's therefore also right that the terms
of the licence should be properly demanding.
We should expect them to include at least:

® Commercial ownership of the
broadcasting organisation

B Frequencies allocated

B Transmission coverage to be achieved

B Technical standards

® Nature of the service and minimum hours
of transmission by programme category

B Minimum percentage of locally-produced
programming

B Minimum percentage of programming
commissioned from independent
producers (if relevant)

B Maximum minutes of advertising material
per hour

B Compliance with the regulatory codes of
practice

B Mechanisms for dealing with complaints

For multiple-channel distributors such as
cable companies there may also be what's
known as a ‘must-carry’ requirement: that
their ‘bundle’ of services must include
certain specified channels. This is usually
applied to ensure that there's a free-to-air
public-service element in the total offering.

Compliance with licence terms

In ensuring compliance, it may be that the
guantitative aspects of the licence terms (the
elements which can be measured objectively
and aren't matters of judgement - such

as transmitter coverage, hours broadcast,
percentage of local programming and so on)
could be ensured by a government agency.
But in qualitative matters - the content of

programmes and its treatment - it should
always be a non-governmental body which
is responsible for monitoring and judging
performance. So, in most cases, it will make
sense to entrust both kinds of activity to the
same independent body.

It's important too that, as well as dealing with
compliance and the ethical responsibilities

of the media, the regulatory body may be
given a duty to protect their freedoms and
to speak out when they come under threat,
from whatever source.

Independent regulatory bodies

How should such a body be set up and the
members of its governing board appointed?
Ultimately, even if indirectly, this is bound to
be a function of government or, preferably,
of some kind of cross-party mechanism.

But there are ways of ensuring that the
nominees are not just politicians' cronies or
political placemen.

In some countries, vacancies on regulatory
bodies have to be advertised and, in
principle, anybody may apply and selection
is overseen by an independent public
appointments commission; that's the UK's
system. In others, particular interest groups
(industry, trade unions, religious bodies,

arts organisations, the education sector

and so on) may have the right to nominate
candidates; that's the case in Germany. And
South African law requires the members of
its Independent Communications Authority
to have ‘suitable qualifications, expertise and
experience in the fields of, among others,
broadcasting and telecommunications
policy, engineering, technology, frequency
band planning, law, marketing, journalism,
entertainment, education, economics,
business practice and finance'.
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A tall order, you may think. But even when
the appointments have ultimately to be
endorsed by a minister, such measures may
at least ensure that the requlator is broadly
representative of society in general. Under
the South African system it is parliament,
rather than the government, which oversees
the appointments process. Appointments
are also made on a rotating basis - so
avoiding ‘clean-sweep' change at politically
sensitive times such as the run-up to
elections - and the regulator’s independence
is constitutionally assured; legislation limits
ministerial powers to broad policy directives
(which must be published) and excludes

any government involvement in particular
licensing decisions.

All of this challenges ‘the Ministry of
Information mentality’. In other countries,
even where the transplanting of patterns
of parliamentary government and elections
have established a formal framework

of legitimacy - as in some South-east

Asian countries - the habits and attitudes
required for a healthy civic culture and
true participatory democracy have often
remained undeveloped.

The regulatory body will, of course, also
need a team of professional full-time staff
to implement policy on the ground. They
are likely to require reqular reports and
returns on quantitative compliance and may
sample-monitor output or conduct spot-
checks on qualitative matters, both editorial
and technical. And there will usually be an
annual assessment meeting at which the
broadcaster will be held to account for its
overall performance.

Regulatory codes

The regulatory body has devolved to it the

responsibility not only for awarding licences
but also for ensuring compliance with

their terms. Unless with this responsibility
comes the power to impose sanctions

on transgressors, the regulator will be a
toothless creature. The government should
therefore also delegate to the requlator the
power of applying sanctions: for instance, to
admonish broadcasters, to require them to
broadcast corrections and / or apologies, to
fine them, to suspend their licences - or even
ultimately to revoke a licence altogether.

(A commercial broadcaster in Britain was
once cautioned for a breach of the product-
placement rules. A second flagrant violation
of the code brought it a fine of

£500,000. More recently, a broadcaster
was fined more than £1 million for the
fleecing of viewers during a phone-in
competition.) But the more extreme
penalties should seldom, if ever, need to be
invoked, if only because of the broadcasters'
instincts for self-preservation.

The regulator will probably draw up more
than one code with which broadcasters
must comply if they're to retain their
licences. There's likely to be, for instance,
a technical code and a code governing
advertising practice. But the most vital will
be the programme or editorial code, which
embodies the rules by which the station’s
day-to-day output will be judged. Provided
that broadcasters have in place proper
systems for ensuring compliance with the
codes (such as the principle of ‘referring
up' - see page 82), they can be a powerful
shield in the face of criticism, whether from
governments or from other sources.

Appendix A suggests how such a programme
code might work. It's not an example from
any single source but a compilation and a
distillation of sound principles from several



contexts - both from regulatory instruments
and from broadcasters' own internal codes
of practice. Nor is it a formula for universal
application: any such code must be drawn
up with proper sensitivity to the culture of
local society. But it's not a bad summary of
the kind of standards to which we should, as
professionals, aspire.

The acknowledgement of cultural
differences is essential - and this isn't

an issue only between (as it's often now
presented) the Muslim and the non-
Muslim world. Western nations too

have their own taboos and nuances of
acceptability. American programmes
have often to be adapted for transmission
in Britain because of what's seen as
excessively violent content; on the other
hand, American audiences tend to have a
rather more prudish attitude to sexually-
explicit content than do Europeans. In
its coverage of a terrorist bomb incident,
Italian television felt able to show much
more horrific illustration of the carnage
than did British television - though both
had access to exactly the same footage.
At an educational television conference
(admittedly some years ago now), the
Danish delegation showed a teenage sex-
education programme which addressed

menstruation in a frank and open way.
The broadcasters from Southern Europe,
including Bavaria - and also, interestingly,
those from Israel - said at the time that it
would be impossible for them to transmit
such a programme to schools.

Repeatedly, the model code emphasises the
need to protect children from inappropriate,
manipulative or potentially corrupting
material. Some regulators aim to achieve
this by imposing a mandatory ‘watershed’ in
the schedule - a time (usually around 21:00)
before which all broadcast material should
be suitable for family viewing and listening
but after which more ‘adult’ treatments are
acceptable. Such a watershed is likely to
be variable at times of rapid social change.
Some would argue that, in the video age,
it's also become unrealistic. Many primary
school teachers can tell horror-stories of
how even very young children have been
able to view at home material they would
never be allowed to see in a cinema. Again,
this is a matter which has to be resolved
within the local context, with on-air warnings
where appropriate.

Editorial freedom and disclosure

Day-to-day editorial management is covered
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in Chapter Eight. But there are two aspects
with legal implications which we should
consider here.

The first is the disclosure by the media of
ostensibly confidential information which
they acquire through leaks. The model
code in Appendix A makes it quite clear
that leaking is generally done not by the
media but to the media, often by politicians
themselves (or by companies, or whatever)
or by their representatives.

Any entity with a vested interest may
quite sensibly want to keep some of the
information it possesses under wraps and
to invoke sanctions against employees
who leak it. But maintaining that security
is their responsibility, not the media's. If
such information should come the way of
the media, it's their role in civil society to
disclose it for public consideration in the
public interest (think of Watergate). This
principle was well put by one of the most
famous editors of The Times, John Thaddeus
Delane, as long ago as 1852:

The first duty of the Press is to obtain the
earliest and most correct intelligence of
the events of the time and instantly, by
disclosing them, make them the common
property of the nation ..... The Press lives
by disclosures; whatever passes into its
keeping becomes a part of the knowledge
and history of our times.

In countries with strong freedom-
of-information laws, such as the
Scandinavian countries, the United States,
Australia and New Zealand, this principle
is clear and explicit and is a significant
enabler of investigative journalism. On
the other hand, a law such as Britain's
Official Secrets Act of 1914 (passed

as a panic measure, with little debate,
in the run-up to the First World War)
made even the possession of restricted
official information a criminal offence.
Effectively, it allowed a journalist to be
imprisoned simply for doing his or her
job. That's not, we should maintain, an
appropriate use of the criminal law.

The second issue is the protection of
sources. In some countries (in Sweden,
for example) media practitioners are
protected by law from being compelled to
reveal the sources of their information.
But almost everywhere, even without
such legal protection, they accept a
moral and professional obligation not

to disclose a source when they've given
their word not to do so. Journalists have
gone to prison rather than betray this
confidentiality: in 2005 in the United
States a federal judge jailed Judith Miller
for refusing to confirm the source of
leaked information in the Plame case; in
2006 Lance Williams and Mark Fainaru-
Wada were sentenced to 18 months for
contempt of court for a similar refusal in
a case involving alleged drug-taking by
professional athletes.

Without that assurance - and the confidence
that it will be honoured - much journalism

in the public interest would be impossible.
Lord Denning, when he was Britain's most
senior appeal-court judge, put it like this:

If the press were compelled to disclose

their sources they would soon be bereft of
information which they ought to have. Their
sources would dry up. Wrongdoing would
not be disclosed ..... Unfairness would go
unremedied ... Misdeeds in the corridors
of power - in companies or in government
departments - would never be known.



(Please note that these are the words of a
senior member of the judicial establishment,
not of some wild-eyed, gung-ho media
revolutionary.)

The case-history on page 137 gives an
example (from India) in which investigative
journalism discovered serious criminal
activity, exposed it in the public interest,
enabled the criminals to be brought

to justice and initiated significant
improvements in health-safety practices.

Media ownership

The media are an industry and media
development is a global phenomenon.
Driven by technology and the market, media
industries are everywhere proliferating,
fragmenting, combining and diversifying.

No country can insulate itself completely
from these trends. And, indeed, foreign
ownership can bring important inward
investment to the country, in the media as in
other fields. In some countries it may also
provide some guarantee of media freedom.

There can clearly be no universal formula
for what degree of foreign ownership is
acceptable or desirable but any limitation
should certainly be included in the terms of

the licence; 15% to 20% is a common figure.

The terms should also ensure that foreign
ownership should not traduce the interests,
culture and heritage of the host country.

More than one government has sold off
the seed-corn of its frequency spectrum
to foreign providers, only to see the local
audience sold short. When television
was first launched in Fiji, the government
granted the New Zealand company TVNZ
a monopoly for twelve years of its only
terrestrial channel. In a small developing

country, the broadcaster’s rigorously
commercial plan was, unsurprisingly,

based on low capital investment, minimum
operating expenditure and a high level

of low-cost imported programming from
Australia and New Zealand. Locally-
produced programming accounted for only
10% of the output and there was no adaptation
even of international commercials for local
audiences. There was nothing at all underhand
in any of this: it was all clearly spelt out in the
business plan which the government accepted,
But local dissatisfaction with the service lasted
for many years.

Cross-media ownership is another matter.
It would self-evidently be unhealthy for
democratic pluralism if a single provider
were to own, say, all the major newspapers
and all the radio and television outlets in
any country. Restrictions on such cross-
ownership are clearly in the public interest
and should be part of the terms of the
licence; again, 20% is a common limitation.
Indeed, there's a good case for setting the
permitted levels in the primary legislation.

The funding of broadcasting

This is another area in which the tectonic
plates are shifting.

Public-service broadcasting is generally
funded through a statutory levy on
households equipped to receive its
transmissions. There are many ways of
collecting this fee. In Britain, viewers have
to purchase a licence by mail, at a post-office
or on-line. They may pay it by instalments;
but, if they own or rent a television set,
they must have a licence even if they never
watch the public-service channels it funds
(the publicly-funded radio services are free).
Not to pay is actually a criminal, not a civil,
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offence. The licence fee is thus effectively

a regressive poll-tax - though one to which,
historically, there's been little public resistance.
That may soon change. Other countries use
different methods of collection: in France it's
now added to the annual bill for local property
taxes; in Macedonia it's an addition to the
monthly electricity bill. In other countries, as in
Australia, it comes in the form of a government
grant paid for through general taxation.

In most countries public-service
broadcasters are now subject to hybrid
funding, whereby a proportion of their
income comes from public sources but much
of it has to be raised commercially. Hybrid
funding can lead to tensions between public
and purely commercial broadcasters when

it leads the former to chase ratings and
revenue at the latter’'s expense: allegations
of unfairly-subsidised competition and a
dilution of the public-service mission are
very common. In the United States, the
stations of the Public Service Broadcasting
channel supplement their core income by
seeking, through energetic on-air campaigns,
free-will donations from the people of the
communities they serve.

Commercial broadcasting has a wider
range of funding options. Historically, the
most common source has been advertising
revenue, derived from selling air-time for
commercials in slots between and during
programmes across the schedule. The
proliferation of outlets is inevitably diluting
this as a source of income. And, as
technology enables viewers to ‘skip’ the
commercials if they want to, it provides a
less and less secure income stream.

Another source is sponsorship, when an
organisation pays to have its product or
identity associated with a programme

or with a broadcast event. Sponsorship

too is going through a process of change.
Whereas, in the past, it was regarded almost
as the equivalent of a donation, it's now
much more aggressively brand-orientated.
In the future, as the market fragments, it's
likely to shift its emphasis even more closely
to the individual consumer.

An area of some controversy is product
placement when, rather than buying
advertising air-time, an advertiser pays
to have the product included prominently
within the editorial content of a
programme; it's long been an accepted
practice in feature films. For years,
‘undue prominence’ of this kind has been
prohibited by broadcasting regulators
(and by self-regulating public-service
broadcasters); but the new ability of
viewers to evade the commercial breaks
is making such placement an attractive
alternative - and probably unstoppable, at
least within fictional and entertainment
formats. It should, however, have

no place in news and current affairs
programmes, where it would clearly
jeopardise editorial independence.

Then there is subscription, where a viewer
or listener pays a monthly fee for access to
a specified ‘bundle’ of channels which are
otherwise encrypted and so unobtainable.
An alternative (or a supplement) is pay-per-
view, whereby the consumer accesses and
pays for only the individual programmes

he or she wants; this can also be used for
video-on-demand services.

And then there is the internet,

initially used by broadcasters only

as a supplementary service to their

main channels but now increasingly a
production and distribution medium in its



own right. As with newspaper web-sites,
most internet broadcasting is still free to
the consumer, as it's seen as a spin-off
from the core business - even if it costs
the supplier a great deal of money. At
present most providers mitigate those
costs by selling advertising on the web-
site but we may well see new kinds of
subscription and pay-per-view extended to
these services too.

Nor should we forget the programmes
themselves as sources of funding. Through
co-production, several broadcasters may
contribute to the production budget in return
for the right to transmit the result. It gives
the participants access to formats and scales
of production they couldn't individually
afford. Programme sales of completed
productions to other broadcasters can also
provide a significant revenue stream for
high-volume producers and there may also
be a market for retail sales to the public of
cassettes or DVDs. The use of premium
telephone lines in audience-participation
formats such as phone-ins can generate a
useful supplement to mainstream income,

as can SMS messaging. Small local stations
may also compete - or even collaborate

- with the local press in classified advertising
('small-ads.’).

Where programmes - particularly long-
running series - attract large audiences,
merchandising can be a significant
revenue-earner. Apart from recordings

of the programmes themselves, spin-off
products such as tie-in books, toys and
games can thrive on the publicity generated
by the original broadcasts. Branded products
promoting the identity of a broadcaster or a
channel can also increase consumer awareness,
particularly if they are distributed as part of a
presence at public events.

The governance of media
organisations

If we assume a single, common regulatory
body for all broadcasting (see page 20),
there's no reason why public-service and
commercial broadcasters shouldn't also adopt
a common kind of corporate structure, based
on normal company practice. This requires
that there should be a board of directors and
an executive (or board of management). A
public-service broadcaster will usually operate
under some form of charter and licence;

a commercial company will have its own
memorandum and articles of association within
which the board must operate.

The directors effectively constitute the
company and are legally responsible for

its conduct. They approve its strategy,
assure its financial viability, oversee the
work of the executive and are answerable

to stakeholders for the company’s
performance; but their role is essentially

to set policy, not to micro-manage the
operation. In the case of a commercial
company, their prime responsibility is to the
shareholders who have funded the company
and who expect a return on their investment;
in the case of a public-service operator, it's
to the wider public interest and not, we must
again insist, to the government alone.

The executive, or board of management,
are full-time employees of the company and
are responsible for its hands-on day-to-day
management and the delivery of board
policy. It will be headed by a chief executive
or managing director, who leads the senior
management team.

The board of directors should be made
up of two categories of director. Non-
executive directors are people who are not
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employed full-time by the company but are
appointed for their expertise and experience
in business and media practice or for some
other special contribution they can make.
Executive directors are drawn from the
full-time executive or board of management.
Non-executive directors (who hold the
executive to account) should always be in the
majority and sound corporate governance
requires that the chairman should always

be an independent non-executive director;
combining this function with that of the chief
executive isn't considered best practice.

Not all the members of the executive
team will also be members of the board of
directors. The chief executive will be, of
course, and in a broadcasting organisation
so might the directors of television and

of radio and the commercial / marketing
director. The finance director (a member
of the executive) need not also be a board
director but he or she should always attend
board meetings - and may also act as the
company secretary.

The role of the chief executive of a
broadcasting organisation can be a

complex one because he or she often has
both to manage the business - including
commercial income and / or fund-raising
- and to act as editor-in-chief of all the
output. These two highly demanding
activities require different skills and

can impose different priorities; some
broadcasters have therefore found it
helpful to separate the two functions.

The executive arm of a broadcasting
organisation has to operate in two
dimensions. On the one hand, it must look
inward, managing the operation efficiently
and effectively in terms of finance, resources,
staff and editorial content and treatment.

On the other hand, it's constantly engaging
with external interests such as government,
parliament, the regulator and the public. It's
through this second interface that it secures
and maintains an environment which will
enable it to do its internal work to best effect.
The key is defining and building trust in an
agreed policy framework and then asserting
proper autonomy in interpreting that policy.
It's often a difficult balancing-act, particularly
in countries-in-transition. [ ] 1|
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For much of the twentieth century, most
organisations - particularly big organisations
- were structured on the lines of Figure 1:
the classic pyramid.

Such a structure defines management as

a 'top-down’ process: communication and
movement within the organisation happen
vertically, in columns. There's a strong
hierarchy and rigid demarcation between
functions. Divisions, departments and units
develop their own ‘tribal’ cultures and are
fiercely defensive of their territory. The
organisation is dominated by systems,

Pyramid structures are not without their
strengths: they are, for instance, both stable
and predictable. But they are also by nature
conservative and achieving change within
them can be desperately slow. They are

like the giant aircraft-carrier which can take
miles to alter course, when what the modern
media world requires is a fleet of fast, highly
manoeuvrable patrol-boats - preferably
commanded by captains with a touch of the
buccaneer about them.

That's why many organisations, in many
industries, have abandoned the pyramid

in favour of a structure like that shown in
Figure 3: the 'hub-and-spokes’ model.

Figure 1: The pyramid - top-down management

procedures and reqgulations. Indeed, anyone
who has worked in such an organisation will

recognise the feeling that results sometimes
seem less important than a safe following

of the rules: process takes precedence over

outcome.

Figure 2 shows how the pyramid
structure was applied to one broadcasting
organisation - in this case the BBC (British
Broadcasting Corporation) - some twenty
years ago.

This is the antithesis of the top-down
monolith. It still requires a strong centre,
particularly in finance, but it operates on
the basis of devolved autonomy. At the
end of each spoke is a small, free-standing,
entrepreneurial unit which is enabled to
operate independently and to strike its
own deals both with other units within the
organisation and with the outside world.
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Figure 2: The BBC in the 1980s - a ‘vertical’ system

Such a structure depends less on hierarchy
and procedure than on relationships. It's
result-orientated rather than process-
orientated. It allows its managers scope
to act independently and to devise their
own methods and approaches. Above

all, it enables quick response in a volatile
competitive environment.

This is the structure through which GEC
(General Electric Company) was able to

generate the biggest cash-mountain in
British industrial history. Interestingly, in
that organisation it was the unit with the
most open brief imaginable which was one of
its most successful: they were simply given
facilities and a budget and told to invent
things. There wasn't a single year in which
they didn't come up with new ideas which
more than covered their costs - and usually
led to significant new profit-making products
and activities for the group.
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Figure 3: The 'hub-and-spokes’ model - devolved autonomy in a ‘radial’ system
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Figure 4: The 'hub-and-spokes' model applied to a broadcasting organisation
- the role of ‘head office’' changes dramatically



How might such a structure be applied to
broadcasting? Figure 4 suggests an answer
for an organisation operating in both radio
and television.

Here the old ‘vertical' relationships have
disappeared. For instance, for television
there’s a unit which commissions, schedules
and promotes the output; there's a unit
which produces the programmes; and
there’s a unit which provides the technical
and other resources needed for their
realisation. The same is the case for radio

- though it would certainly also be possible
to have a single resources unit servicing
both media. Each of these units works as
an independent business centre, applying
the budgets devolved from the centre to
strike internal and external contracts for the
provision of products and services. (The
mechanisms for such a system are dealt with
in detail in Chapters Six and Seven.) The
danger to avoid is in creating unnecessary
and unwieldly bureaucracies to handle these
relationships - see the comment on all-cash
costing on page 71.

Looking at this example, some might

think that the commercial and marketing
functions ought also to be made
independent; but brand management is

a vital element in competitive commercial
success and can too easily be diluted if it
becomes an unco-ordinated free-for-all.
So overall consistency here is arguably

as important as in finance and there's a
strength in keeping it as a ‘group’ function.

In Britain, both the BBC and ITV
(Independent Television) separated their
broadcast, production and resource
functions in this way some years ago. The
al-Jazeera Network has adopted a similar
structure at group level but has kept its

individual operations separate and vertically-
integrated; so Arabic-language news,
English-language news, sport and children’s
programmes all have their own (and in

some cases duplicated) infrastructures.
Some observers have seen this as a missed
opportunity. But then, al-Jazeera is very
much better-endowed than many ‘poor-
relation’ broadcasters.

If you're thinking that the hub-and-spokes
model may be a touch too radical to adopt at
a single stroke, you might consider, as a step
along the right road, something on the lines
of Appendix B. (This shows line-management
relationships only but you'll also need

to consider functional management
responsibilities and accountability - see page
87.) The terminology used is that of British
practice, where the management hierarchy
tends to run: director, controller, head of
department, manager. In some countries,

in the Middle East for example, the title

of manager places the post-holder rather
higher in the pecking-order but these labels
have no intrinsic significance.

While this organisation shows a more
conventional line-management approach,
it incorporates significant changes to the
traditional broadcasting tribalisms.

The first is that all the services required

to realise programmes are brought under

a single resources division. In most

cases this will mean taking away from
engineering what have traditionally been
‘their’ programme-operations functions

- 50 you should be prepared for a territorial
battle. The rationale is that the resource
division should be a one-stop servicing
shop for all aspects of programme-making
and that engineering should be concerned
essentially with infrastructure, maintenance
and communications (as well, of course, as



specifying technical standards and managing
capital projects) - but not with the actual
programme-making process.

Since technological developments have
largely separated operating skills from
maintenance skills, the arguments for this
approach are persuasive. As one technical
manager once put it: what I needina
microphone-boom operator isn't a PhD in
electronics theory; it's the skills of a very
good snooker-player.

The second change is the bringing together
of the radio and television news operations.
Many broadcasters have seen this primarily
as a means of saving money - and it can
indeed generate savings if that's what you
want. On the other hand, you might prefer
to regard it as getting better value out

of the people and resources you already
have. It's axiomatic, of course, that news
should have its own dedicated resources

- studios, camera-teams and so on - as

its rapid-response nature and frequent
live-transmission pattern make a ‘contract’

Tasks
Projects
Problems
Assignments

process like that for general programmes
out of the question. News resources such as
graphics and editing also need to be closely
integrated into the newsroom operation, not
housed in some separate technical block.

There's much nonsense talked about the
‘bi-media’ approach and the idea that total
interchangeability is achievable seems to
me largely illusory. It appears to work
best when the news-gathering and news-
processing are indeed fully integrated in

a single newsroom and all information

is shared - but production of the news
programmes themselves is kept as two
separate operations.

There are two reasons for this: first,

that the television production process is
technically so much more complex than

that for radio; and secondly, that in most
general broadcasting operations the number
and frequency of radio news bulletins far
exceed those of television. They're simply
operations of a different order.

Figure 5: Matrix management 1 - the starting-point is the task
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Figure 6: Matrix management 2 - control through the application of resources
(Management happens at the points of intersection)

There's a third approach to management
which is particularly relevant to the media
industries and which many broadcasters

- particularly publisher-broadcasters - are
adopting. Matrix management doesn't
depend on big establishments of staff and
facilities; indeed, publisher-broadcasters
have no production capacity of their own at
all. Rather, it makes every product a one-off
task, bringing together people and resources
for its realisation, purely on a project

basis. So the starting-point is a task - in

our case the processes involved in making a
programme (see Figure 5).

What the matrix manager does is to put
together the team of people and the
resources to deliver the project and to
‘overlay’ them on the task (as in Figure 6);

so the actual management activity takes
place where the lines intersect. Control is
exercised through the control of resources.

It's immediately clear that such a system is
highly flexible and potentially economical,
because the overheads associated with big
in-house resource pools are reduced. It's
equally clear that it's challenging to manage,
as the ground is constantly shifting and the
target moving. So the matrix manager is
all the time dealing in relationships, influences
and expertise. It's a dynamic process

- not at all like being an administrator in a
pyramid - and requires a major culture-shift
for managers with a more traditional ‘civil
service' proceduralist mentality. That won't be
achieved without serious professional training.

Yet, if we think about it, matrix management
is exactly how feature films are made.



The producer raises the money, mounts
the production and brings together the
realisation team: director, cast, director

of photography, production designer,
technicians and so on. They all work
together to make the film and then, when
they've finished, they all go off to do
something else with a different team. The
organisation lasts only for the duration of
the project.

So, in the last three decades of the twentieth
century, a proliferation of management
structures has evolved in response to

a changing environment and changing
needs. Even inthe 1960s, the sides of

many pyramids were already becoming less
steeply-sloping and their tops rounded-off.
In the 70s and 80s, many of them underwent
a 'pinching-in at the waist', as technological
and economic pressures removed the need
for swathes of middle-management.

Pyramids still exist but they tend to be much
‘flatter’ then they were. (There are now
even enterprises which can be represented
by an inverted pyramid: think of a small,
highly creative design company which
consists only of three very clever software
writers and a secretary.) Meanwhile,
hub-and-spokes models have become

more prevalent and matrix management
technigues more widespread.

In considering how best to configure our
own organisations, we need therefore to
ask ourselves which comes first: structure
and culture or strategy and objectives? If
we really want to be able to move fast in

a rapidly-changing world, the lessons for
broadcasters would seem to be:

Dismantle the old hierarchies
Organise round autonomous business
centres

Decentralise management decisions
Go for competence, not numbers
Operate across traditional specialist
functions

Go for more joint ventures and
partnerships

Get closer to customers (the audience)

Once we have the right structure, we need
to formulate a management process which
ensures that everyone in the organisation
concentrates on the key tasks and doesn't
get side-tracked into sterile bureaucracy

or into time-consuming effort which is
ultimately unproductive. We can think of
this process as a cycle which can be applied
to any task or problem:

Assess
Prioritise
Formulate
Delegate
Communicate
Monitor
Evaluate

(I emphasise that the process is cyclical:
communication is therefore not a ‘one-off
event' but a continuous activity throughout.)

First we need to assess the challenge. What
is its nature - technical, financial, staffing,
creative and soon? Can it be dealt with
internally? If so, what kind of measures will be
needed to resolve it? How much time, effort
and money will it require? What might be the
consequences of doing nothing?

Secondly, what priority should it have?

Does it affect an essential strategic objective
or is it relatively marginal? Does it require
‘quick-fix" action or sustained attention over a
period? Is it a task for a senior manager or can



it safely be handled at a more junior level?

Having analysed the task in this way, we

can then formulate what we want to do
about it - map out a course of action, to

a timetable, and define what resources
(people, equipment, money) will be deployed
to implement it.

Next, delegation. We know what we want
to do; now who is actually going to do

it? Who will be responsible and to whom
will they be directly accountable for the
process and the outcome?

Then communication. With all these
decisions taken, we need to tell everyone
who's affected what's going on, why it's

being done and what it's intended to achieve.

If it's likely to have knock-on effects on
other activities, these need spelling out and
provision made to cope with them.

So the task gets under way. [f it's a quick
and simple one, the only feedback you may
need is a single final report that it's been
completed; but a long or complex task
will need to be monitored as it progresses.
The information may come from regular
documentation (such as monthly financial
returns or periodical written reports) or by
oral reports at regular management-team
meetings. The conduct of the task may
need to be modified in the light of these

reports. The ultimate aim of monitoring is:
No surprises.

Lastly, there should be an evaluation of the
outcome and the conduct of the exercise.
Did it deliver the required result on time and
within budget? Has the outcome, as finally
delivered, proved to be the right solution?
What difficulties were encountered and what
lessons can be learned for future tasks?

By then you'll already be immersed in
several other challenges at different stages
of completion, because it's a cyclical, not
just a linear process. That's why prioritising
and delegating are so vital to success - and
are where so many managers go wrong. (A
rather damning appraisal report on a quite
senior manager once read: No job is too big
for him. Or too small.)

A tendency to treat every problem as of
equal importance, or to give priority to the
easiest task, are both sure ways to lose your
grip of the situation. One manager | knew
had four trays on his desk marked ‘in’, ‘out’,
‘action’ and ‘much too difficult’. When the
fourth started filling up he knew that he was
putting off decision-making and needed to
move some files into the ‘action’ tray. But
it's also surprising how many low-priority
problems just disappear after they've been
ignored for a while. As the late Peter
Drucker maintained, there's nothing so



useless as doing efficiently what shouldn't
be done at all.

Equally problematic is the senior manager
who insists on doing everything himself

or herself. This has two consequences: it
prevents him or her from standing back,
taking the strategic view and providing true
leadership; and it's intensely frustrating

to more junior managers and their career
development in terms of experience. Which
brings us to management style.

Structures and systems are only one aspect
of management; it's also about relationships
and about leadership. Establishing a
management style will determine what kind
of an organisation yours is, what it's like to
work for and, ultimately, how successful it
will be. (In the following examples | use ‘he’
to avoid clumsy verbiage; but the principles
apply equally, of course, to men and to
women.)

One approach is that of the tyrant.
Autocratic and dictatorial, this is the ultimate
top-down management style. The tyrant
rules by edict and may suppress dissent

or alternative thinking by intimidation or

bullying. It's sometimes known as the ‘fear
and loathing' school of management, after
the Latin tag oderint dum metuant: 'let
them hate me, so long as they fear me'.

It has to be said that some remarkable
successes have been achieved through these
technigues (military history is full of them

- and some famous newspaper editors rank
alongside the more tyrannical generals).
But they waste the potential of many good
people and make for a pretty disagreeable
working environment.

At the other end of the scale is the softie.
Regarded as an ‘easy touch’, vacillating and
indecisive, he's ready to believe whatever
he's last been told, is easily influenced and
manipulated by strong subordinates and
attracts little respect either personally or
professionally. Organisations with such
weak leadership are unlikely to prosper.

Then there are managers who try always to
be ‘one of the gang'": superficially easy-going
and informal, seemingly treating everyone
as an equal but in reality just cultivating

an ingratiating image. There are certainly
attractive aspects to an informal style and

a genuine lack of status-consciousness is
encouraging and refreshing. But there

are also dangers. How is such a manager

to behave, for instance - and how will he



be perceived - when he has to deal with

a difficult human resources problem?
Disciplining a colleague with whom you have
become over-familiar is difficult for both
parties and may seem to the subordinate

a let-down or even a betrayal. A degree of
authority is essential to management and
requires a measure of distance. Assessing
correctly when to ‘change gear’ is a matter
of fine judgement and the manager who gets
it wrong will, in an effort to be over-popular,
forfeit respect.

The mandarin is quite another kind of
manager. Aloof and remote, he deals only
at the highest levels of policy and politics,
is seldom seen where the actual work is
done and has no meaningful contact with
his people. He operates by proxy, through
diligent ‘staff-officers’. Junior employees
will have little sense of his leadership and
may not even know his name.

The bureaucrat can be equally remote but
for different reasons. His office door is
always shut because he's perpetually engaged
in paperwork. Obsessed with procedure,
meticulous in following the rules, attending to
the minutest details, he can't see the wood for
the trees and is unable to prioritise or delegate.
His is the way to tidy but stultifying efficiency

- on paper at least. If you want dynamism and
innovation, don't look here.

Finally, there is the true leader. This is

the manager who wins universal respect
for his professional competence but is

also approachable and responsive. He
makes sound judgements about the level at
which he should be personally involved in

a project or problem and is therefore good
at prioritising and at delegating. He trusts
his management team, is keen to see them
develop their careers and ready to give

them responsibility. He listens to the views
of others at every level. He's confident

and makes others feel the same. He's not
seduced by status or the trappings of power,
he adopts an ‘open door’ policy and, above
all, he regularly gets out of his office and
‘walks the floor'.

Leadership in these terms involves the
creation of an identity with which people can
associate themselves, the formulation of a
strategic vision and of the organisational
tactics to achieve the strategic goals

(see Chapter Five). It also requires the
development of persuasive techniques to
ensure that people follow where he's leading.
Mutual respect and participation in decision-
making are the key factors.

The role of the leader of the management
team is rather like that of the captain of a ship.
Here's a story which illustrates what | mean.

A ship is proceeding from A to B, with a
deadline to meet for entering harbour.
Suddenly, the chief engineer informs the
captain that he has a problem: a defect

in one of the main engines. The captain
can't, of course, repair the fault himself. His
role is to assess the options and to make a
command decision which other members of
his team will implement.

So first he asks his engineer about the
nature of the defect. How serious is it?
Can it be repaired using the ship's own
resources? Can the work be done while
they are still at sea?

The engineer tells him that his department
is capable of repairing the engine and offers
him three options:



Continue at the present speed - in which
case (if things don't get worse, which

they well might) they could possibly make
harbour on time; but, even if they do, the
long-term damage to the engine is likely to
be much more serious and expensive to fix.
Reduce speed by half - in which case he
thinks he can keep the engine running
and will be able to undertake the repair

in harbour (much easier than at sea); but
they will then arrive very late.

Stop the ship - in which case he thinks he
can repair the engine at sea and estimates
that it will take up to two hours (but
much longer if he encounters unexpected
snags).

What should the captain do? Certainly

not toss a coin. But at this stage he
doesn't have enough information to make
an informed decision. So first he asks

his navigating officer what would be the
navigational consequences of each of the
three options, How late would options two
and three make them? Would they miss
the tide? Might they not be able to enter
harbour at all that day? The navigator

- whose plan has already prudently allowed
some time for contingencies - goes off to do
the calculations.

Then the captain asks his executive officer
what effect each option would have on the
ship's general programme, |If they can't
enter harbour today they'll miss several
important events. He may also consult his
logistics officer: do they have adequate
supplies to cope with a significant delay?

In due course, he receives their reports,
weighs up the pros and cons and makes his
decision. He sends a signal to his operating
authority explaining the situation and tells

the ship’s company what's happening. And
then, most important, he stands back and
lets his team get on with their jobs. All
have contributed their specialist knowledge
to the decision-making process - and all

will now contribute their specialist skills

to its implementation. It's a paradigm for
successful management in any context.

Just for the record, this is a true story. The
command decision was to go for the third
option. The ship was stopped, the engine
was repaired at sea within an hour and a half
and the ship made its landfall on time - just.

| know this because | was the captain.

The same principle was well put by Frank
Pick, the chief executive who drove the
integration of London's underground railway
system between the two World Wars. Day after
day, he wrote, he found himself having to:

It's not a bad summary of a senior manager’s
role in any organisation. | confess to having
been a touch startled at one international
seminar when some participants

- very senior people in their organisations

- claimed to be unable to bring about change
because ‘we’re managers, not decision-
makers'. | had to point out, gently, that if
you can't make decisions you're actually not
a manager but simply an administrator: not
at all the same thing.



Management of media organisations is
something of a special case because it
involves the management of creativity. The
making of programmes isn't like running

a mass-production factory. If you're a
company which makes widgets, you need

to design the best widget you can and then
set up a system which will reproduce it
consistently, efficiently and cost-effectively,
time and time again, in very large numbers.

Producing for television and radio isn't

like that because every product is, in

effect, a one-off prototype. As an article

in Management Today once put it, what
we're asking our staff to do is to innovate,
continuously and successfully, often to a
demanding deadline. That makes working in
the media stressful, not least because there's
such a degree of personal exposure: if a
programme fails, the on-screen credits spell
out exactly who's responsible for it.

Managing this kind of activity can therefore
be difficult; so can managing the kind of
people who are attracted to this kind of
work. The article went on to observe that
some of them may well be cleverer than
those who manage them - and may also be
well aware of the fact. When they're not,

they may behave aggressively to conceal
their insecurity. They may be resistant to
organisational discipline (which is why so
many of them prefer to work as freelances
rather than staffers) and are likely to defend
their brain-children ferociously.

Encouraging such people is easy; controlling
them can be problematical. So how can

we keep the operation on the road without
inhibiting the creativity which is essential to
success?

As we've seen, much depends on
management style and mutual respect. But
it's not unreasonable to define quite clearly,
for instance, the limits of time and effort
within which the development stage of a
programme must work. (In fact, deadlines
can often be a spur to creativity.) When it
comes to the production stage, monitoring
is even more vital. Programme-making

is not @ mechanical, linear process (think
widgets again) but is subject to a degree of
volatility which is inevitable and may well
be productive. Nevertheless, there has to
be a price-limit to continuous change and
revision. (There's much more on working
within time and budget constraints in
Chapters Six, Seven and Eight.)



There's probably more time wasted in
meetings than on any other management
activity: they can all too easily become

an alternative to work. To stop their
degenerating into stream-of-consciousness
meanderings, regular operational meetings
require organisation and discipline.

Meetings of more than eight people become
increasingly unproductive as the numbers
grow; meetings which last more than an
hour and a half are more than likely to

run out of steam. There should be a clear
purpose, which is communicated to the
participants. Meetings should not simply
be forums for exchanging information: that
should be done beforehand, through focused
documentation, so that participants arrive
fully briefed for an informed discussion.
Firm chairmanship is essential: the ability
to ensure that everyone who has a useful
contribution to make is heard (while keeping
the meeting to time) and to sum up the
discussion concisely and fairly.

Whether you adopt a formal procedure with
a written agenda and recorded minutes
depends on the nature of the meeting and
your management style. Company board
meetings should always be conducted

and recorded in this way. But - if you

have a team which works through mutual
understanding and trust - for reqular
management meetings a simple list of action
points should be enough to ensure that the
work gets done.

On the other hand, there are times
when more open-ended brainstorming
is useful and productive - for instance,
when discussing the parameters for the

formulation of a business plan. For sessions
like this, it's worth taking the management
team on an ‘awayday’ at an external venue,
where they can't be distracted by the
day-to-day demands of their departments.
(Make sure they all switch off their mobile
telephones, except during breaks.)

It's also a good idea to hold, say once a
year, an open meeting for all staff in which
past performance and future plans are set
out and everybody has an opportunity to
guestion the senior management team.
This can do wonders for morale and a feeling
of inclusivity. But staff should in any case
be kept fully up-to-date with what's going
on in the organisation. This can be done
in a number of ways: reqgular departmental
meetings, notice-boards (hard-copy or
electronic), teletext, an intranet and so on.
An internal newsletter, with contributions
from across the organisation, is usually well
worth the (considerable) effort required

to produce it and need not be flashy or
expensive. It's surprising how many
broadcasting organisations, supposedly
professional experts in the business of
communication, are frankly hopeless at
communicating with their own people.

It's vital, too, to communicate effectively
with your customers - the audience. The
most valuable medium for this is the one
you already own, the broadcasting chain
itself. (There's more about on-air promotion
in Chapter Six.) But other methods are
important too. The regular schedule-listings
project an essential image of what you

are and what you're doing. Advertising
campaigns - in the print media or in public
places - can raise awareness of a new



series or a themed season. An efficient

and pro-active press and PR operation is a
must, making sure that your organisation

is seen to be out and about and serving

its customers; a lively presence at fairs,
conventions and public events can raise your
profile significantly.

But you must also be equipped to deal with
communication in the other direction. You
need a well-run duty office which takes
calls from the public, answers queries

and fields complaints; you also need an
efficient correspondence service for the
same purposes. And, if you want to forge
links with the community, it can be useful
to have an advisory council of lay people
who comment on the output and act as
ambassadors for the organisation in the
outside world.

A recent survey of management practice in
British universities identified five ‘fatal flaws'
which could destroy the working ethos and
the reputation of even the finest academic
departments:

Weak leadership

A 'blame’ culture

Poor communication
Conflict

Excessive bureaucracy

The researchers concluded that 85%

of universities' problems were with the
organisation, not with the people; and they
warned them that they had to deliver top-
class ‘organisational excellence’, as well as
academic excellence, if they were to compete
effectively in a global market.

Broadcasting organisations are
famously vulnerable to exactly the same
shortcomings.
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There are two aspects to planning, one for
internal and one for external purposes.
Internally, it enables us to make clear to
ourselves and to one another what we're doing,
to set and achieve goals, to measure progress
and to give our staff purpose and satisfaction.
Externally, it demonstrates to potential partners
and funders that our aims are achievable,

our methods are robust and we have the
organisation and resources to deliver the result.

Every manager should have a copy of

the corporate plan and should refer to it
constantly. There may be some sections

- such as commercially-sensitive financial
information - which need to be kept
confidential; but every employee at every
level should also have a clear picture of what
the organisation’s aims and objectives are
and how they're to be achieved.

To use another nautical analogy, planning

is like navigation: drawing a track on a
chart and taking into account wind, tide and
speed-of-advance to get from Ato B. No
mariner would put to sea without such a
navigation plan - any more than any of us
would set off on a drive across unfamiliar
country without a road-map.

As in navigation, planning addresses the
questions: where do we want to get to;

how are we going to get there; how can we
measure our progress; and what are we
going to do when we arrive? But, as every
experienced navigator knows, you can't even
begin to answer those questions until you've
first asked: where are we?

It's amazing how many broadcasting
organisations can't answer that question
adequately:

In the state broadcasting corporation of
one Middle Eastern country, an audit of
staff conducted by external consultants
couldn't account for more than 100
people on the payroll: a hundred people
who were drawing salaries but whom the
managers nominally in charge of them
had never seen.

Another state broadcaster in the Balkans
had privatised its transmission function

- but still retained on its books 80 people
assigned to an operation which no longer
existed.

In an African state broadcasting
corporation, there was no proper
inventory of equipment and no means

of logging it in and out; so nobody could
tell you exactly how many functioning
cameras they had at any one time or
where they were deployed. There were
three times as many cameramen as there
were cameras.  Of its 302 staff, 8%
worked in security roles; it employed ten
drivers but had only two working vehicles.
A broadcasting headquarters in Eastern
Europe was equipped entirely with
automatic lifts - but still employed an
operator in every lift to press the buttons.
Legions of drivers hung about the main
gate waiting for tasks which never
materialised. Meanwhile, a vital regional
station received no funds at all from

the central organisation other than its
monthly salary cheques and had (literally)
no such thing as a budget for making
programmes.

In another television station a huge
studio, with all its equipment, was used
to produce one programme on one day

a week and otherwise lay idle, costing an
unproductive fortune in overheads.

Unless you've tackled that kind of Alice-in-
Wonderland problem before you start your



journey, you're unlikely to get anywhere
much. And many such problems don't
require rocket-science to fix. Inthe African
station, for instance, all the camera operation
required was someone energetic who was
clearly in charge, some shelving, a labelling
system for the equipment and a booking out-
and-in register. A major part of the problem
was, in the words of a visiting consultant:

In one television station | visited, | asked
what kind of cataloguing system they used
in their recorded programmes library. ‘Oh,
was the reply, ‘'we don't need one. It's all

in the librarian’s head. He's been here for

thirty years and he knows it all from memory.’

‘And how old is he?' | asked. ‘Sixty-three, |
was told. ‘And what will you do if he has a
heart attack tomorrow?’ Nobody had even
thought about the possibility.

So ‘where are we?’ should always be a
self-critical question. Even when (perhaps
especially when) your internal systems

are efficient, it's all too easy to become
complacent. The status quo becomes the
norm and there's an in-built supposition

- and an expectation - that it will grow by a
process of annual accretion. That can be
the road to bloated, over-staffed inefficiency.

As well as reqular audits, a useful technique
is periodically to plan on the basis of a
zero-budgeting exercise. That is, not to
start from what you already have but to
ask the question: if we were setting up

this operation tomorrow, from scratch,
what people and resources would we really
need to deliver the goods? The answer

is very often: rather fewer than you have
now. (There's an old rule in broadcasting:
the producer says the glass is half-full;

the engineer says it's half-empty; the
accountant says the glass is twice as big as it
needs to be.)

Planning isn't a one-off exercise. Just as,
when he's blown off course, the navigator
has to adjust his plan to get back on track,
so planning is a continuous process. (As
the old military adage has it: even the best
battle plan rarely survives the first contact



with the enemy. Or, as a British prime
minister is said to have replied when asked
what gave him most cause for concern when
he was in office: ‘Events, dear boy, events'.)
The case-history on page 130 tells the

story of an organisation which was forced

by circumstances to alter its master-plan
radically and at short notice - and in the
process discovered even more successful
ways of doing things.

Nor is planning a one-person exercise. If
the plan is to be fully ‘owned’ by the
management team, all must have input

into its formulation and participate in the
debate. But the planning process isn't just

a talking-shop either: formulating a plan on
paper, however well it's done, is no guarantee
of action. The plan must be worked - so the
work must be planned.

Appendix C gives an example of a vision,
mission and strategy plan for a broadcasting
organisation. It's based on areal case, a
Middle Eastern broadcaster which wanted
to transform itself from an over-staffed,
bureaucratic state-controlled body into

a modern, efficient organisation. It
demonstrates how aims and means can be
formulated for all the key elements of the
operation. But it's still not an action plan: it
doesn't take good intentions to the stage of
defining who, exactly, will do exactly what.

That's the difference between strategy
and tactics. Strategy is what you do: it's
been described as ‘doing the right things',
or effective leadership. Tactics is how
you do it: ‘doing things right’, or efficient
management. Tactics are short-term;
strategy is longer-term.

To deliver results, the plan has to be presented
in terms of concrete objectives. That doesn't
mean simply setting theoretical targets which
may be unachievable. A well-known acronym
suggests that the objectives should be SMART:

pecific
easurable
chievable
ealistic
ime-related

For each objective there should be specific
activities and actions to be undertaken.
And for each of them, the questions to be
answered are:

is going to do it?
will it be done?
will it take?
will it cost?
will be needed?
should it be given?



The summation of an organisation’s planning
is presented as a business plan. This is
particularly important for potential external
partners or funders, as it's on the basis

of your business plan that they'll decide
whether they want to work with you or
support you.

The essential drive of a business plan is to set
out the organisation’s direction - its business
philosophy and style, its strategic objectives
and the time-scale within which it's planned to
achieve them. (Most business plans cover a
period of either three or five years.) Financial
projections over the time-scale are crucial:

they need to demonstrate that the organisation
is viable as a going concern during the period
of the plan and beyond it.

The definition of a going concern is an
organisation which will be able to meet

all its financial commitments as they fall
due. It's cash-flow, not profitability, which is
essential to survival. It's perfectly possible
for a company to be unprofitable but still
able to pay its debts, as long as its cash-flow
is positive. On the other hand, a company
which is profitable in three years' time on
paper can still go bankrupt if it hasn't the
ready cash to pay its bills next week.

The preparation of a business plan is a
combination of vision and analysis. Brain-
storming with management colleagues can
be highly productive, which is why it's so
important to make planning a collective and
participative process. But the proposals
which emerge also need to be tested by
comparative analysis - for instance through
market research.

There's no universal pro-forma for a business
plan but the following pattern should enable
you to cover all the essential ground. Some
of the terminology used here is for businesses
in general but its adaptation to the particular
needs of broadcasting operations should be
obvious. In this model, the main headings are:

Executive summary

Company profile

Vision, mission and strategy
Market context

The product

Delivery of the product
Competition

PEST and SWOT analyses
Financial plan

Financial assumptions and notes
Risk assessment and management
Appendices

First should come the

This encapsulates all the key features of

the plan, including the headline financial
projections, in an easily-digestible form:
from it, the reader should be able to
understand immediately where, why and
how the organisation is heading. If you
can keep it within a single page, fine; but it
should certainly never exceed two pages.
Remember, it may well be the only part of
the plan which the most senior of its readers
will even look at: like all good managers,
they'll delegate analysis of the detail to
their subordinates specialising in finance,
technology, marketing and so on.

Next there should be a

What kind of a company is it?



How is it structured and organised What technical standards and formats are

(include an organisation chart as an employed?

appendix)? How are technical facilities configured?

What people and resources does it What is the staffing pattern?

employ? Is there an element of multi-skilling and /

For how long has it been operating? or bi-media working?

What is its track-record? What activities are out-sourced and to

Who is backing it? whom?

Who are the key people leading the How is quality control assured?

enterprise? What platforms are used for delivery to
the customer (terrestrial transmission,

Thenits satellite, cable, internet and so on)?
Where is it going and how does it intend You should also show that you have assessed

to get there? (Appendix Cis a good guide  how you rate the
to the questions this section needs to

address.) Who else is operating in the same field?
What is known about their current
The plan then needs to be set in its performance and future intentions?

Are you going to compete with them
head-on or provide an alternative?
What is the state of play in the industry

and how is customer behaviour In carrying out such comparative analysis,
developing? there are two useful tools, both of them
Where does the company sit in this labelled by familiar acronyms.

market-place?

Does it aim for broad appeal or is it a The first is the PEST analysis: it assesses the
niche operator? changing environment within which the plan

What is its current market share and what  is conceived under four headings:
development is it seeking?

olitical
The section on (in our case the conomic
programmes) is vital: ocial
echnical
What are the significant characteristics
and qualities of the output (and proposed change is particularly important if
future output)? you're funded or partly-funded by the state:
Does the company have - or want
to develop - a USP (unique selling Would a change of regime be likely
proposition)? to affect your public funding - and
might it be to your advantage or your
This should be supplemented by a section on disadvantage?
the Would such a change be likely to impinge

on your editorial freedom or bring



pressure for a shift in editorial policy?
How would that affect your relationship
with the audience and the market?
Would a new government be likely to free
up the market to more competition?

Or might new reqgulations change (say)
the limits on the amount of advertising
permitted per hour?

change is, of course, closely linked
with political developments:

Is the economy booming or stagnating?
What effect might that have on
advertising revenue?

Are there opportunities for expansion or is
retrenchment the order of the day?
Whether times are hard or prosperous,
what effect might either have on people's
viewing and listening patterns?

change also affects the audience’s
behaviour:

Do they have more or less leisure time?
Are they tending to use it passively or actively?
Are there fashions in behaviour which are
drawing them away from broadcasting?
How can a broadcaster respond to their
developing wants and needs?

Is a re-think in terms of content and style
required?

change affects both the provider and
the customer: The digital revolution has made
this an area of very rapid movement. For the
broadcaster, it offers new - and usually more
flexible and economic - means of delivering
output of high quality and variety; in particular,
it opens the way to innovative working practices
such as multi-skilling. To the customer it offers
new kinds of viewing and listening experience:
more channels, high definition, interactivity,
mobile access and so on.

A good way of tabulating the specific
elements of such a changing environment is
through a second well-known acronym, the

trengths
eaknesses
pportunities
hreats

This technique enables an organisation

to identify and assess its internal
characteristics (its strengths and
weaknesses) and the external forces to
which it is subject (opportunities and
threats). Figure 7 shows an example of

a SWOT analysis which was produced by
participants in an international conference
for small local and city television stations.

Next in the business plan should come the



INTERNAL
Strengths

Close to the audience

- participants, not just observers
Small

Informal

Flexible

Economical

Rapid response

Set own priorities
Unconventional

Campaigning

Weaknesses
Limited money and resources
Some formats beyond reach
Limited expertise
Seen as ‘amateur’
Small audience
Vulnerable to local pressure

EXTERNAL
Opportunities

Programme-sharing

Local mini-networks

Local partnerships

Bi-media options

Increased productivity
Digital variations

Internet distribution/services

Threats
Dilution of revenue
Staff migration
‘Poaching’ of staff
Take-over
Asset-stripping
Marginalisation

Figure 7. A SWOT analysis for local / city television stations

financial plan. The number-crunching will
be done by your finance professionals but all
managers must understand the principles of
financial planning and the construction of a
budget. This isn't a manual for accountants but
non-specialist managers may find the glossary
of financial terms in Appendix D helpful.

Some of the key principles in setting out the
financial plan are:

Core funding should project the expected
income from public sources over the period
of the plan. It should specify what allowance
has been made for capital expenditure and
what level of borrowing (if any) is planned for
this purpose. There should be no borrowing
for operating expenditure.

Commercial income should project the expected
revenue from advertising, sponsorship, product
placement (if allowed), subscription, pay-per-
view and all other sources.

Budget centres should reflect the
organisational structure: every manager
should hold and be responsible for a budget
and should have authority to commit its
expenditure without reference to anyone
else (but within the company's rules and any
signing limits in his or her job description

- see Chapter Nine and Appendix N): the
principle of delegation again. The capital
budget should be held and administered by
engineering, which alone should have the
authority to purchase fixed assets.

Costs which are unique to a budget centre
will naturally be allocated to that centre; for



instance, transmission costs will be charged
exclusively to engineering. But there will

be many shared costs which need to be
apportioned among the centres which (to
differing degrees) use them. There's a guide
to the allocation of these overhead costs in
Appendix E.

The finance division should co-ordinate the
preparation of the budget, pay employees’
salaries and the external suppliers of goods

and services, keep financial records, including

a monthly cash-flow statement, and provide a
management information system which monitors
actual expenditure (see Chapters Six and Seven).
But finance is a servicing, not an executive
function: it should provide professional advice but
have no authority to override managers' decisions
on the spending - within the company’s rules - of
their devolved budgets.

The plan should include depreciation charges
for all fixed assets - the cost of each asset
divided by the number of years it will be in
service, giving an annual charge. So the
depreciation of picture-editing equipment,
for instance, will be charged to the editing
line in the resources budget. There should
also be provision for the maintenance of
plant and equipment and for its replacement
at the end of its useful life.

The financial plan should be accompanied

by a section on the assumptions which have
informed its construction - for instance,
interest rates, any rate of inflation which has
been applied to the calculations, projected
movements in staff remuneration, exchange
rate fluctuations (if relevant) and so on.

All this ground is covered in more detail in
Appendices E and F.

After the financial information should

come a section on risk assessment and

risk management. This has become an
increasingly important element in business
planning and potential investors or providers
of loan funding will certainly expect it to
have been tackled thoroughly.

No active and creative enterprise can avoid
risk if it is to innovate and grow. But it
needs to be fully aware of the nature of the
risks, to analyse them carefully and to have
in place mechanisms for the early warning of
potential problems and contingency plans to
deal with any threat. There are three stages
to this exercise:

Identifying the risks
Assessing the risks

Devising a risk management strategy

Identifying the risks means defining each of



the areas in which, if things go wrong, your
plans (or even your business) might be in
jeopardy. PEST and SWOT analyses will have
helped you to list these risks; it's then helpful

to categorise them under five headings:

Failure in terms of compliance with the
legal / regulatory framework

Failure to respond to external and
environmental risks

Failure in aspects of governance and
management

Financial failures

Operational failures

Obviously, the risks you face will depend
on the nature of the environment within
which you work; but a typical list of risks
for a broadcasting organisation might look
something like this:

1 Compliance with the legal / requlatory
framework

Media law and regulation

Laws of libel and contempt of court
Copyright and intellectual property law
Company and trading / competition law
Tax and financial regulations
Employment and contract law

Health, safety and fire regulations
Equal opportunities and disability law
Data protection law
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Industrial action
Adverse neighbourhood environment
Security and terrorist threats

2 Environment and external risks

a Change in the economic climate

b Change in the public funding climate
¢ Political change

d Market change

e Failure of out-sourced suppliers

f Competition

g

h

i

3 Governance and management risks

Weaknesses / difficulties in recruiting at

board level

Weak strategy definition

Staff recruitment difficulties

Over-dependency on key individuals

Lack of fail-safe systems

Breakdowns in reporting (staff /

management, management / board,

company / regulator)

g Failures of communication (internal and
external)

Q
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4 Financial risks

a 'Going concern'’ viability

b lll-defined financial authority /
accountability

¢ Inadequate documentation

d Fraud

e Theft

5 Operational risks



Shortfall in funding generation

Inadequate brand management

Decrease in audience satisfaction

Decrease in advertiser / investor

satisfaction

e Failure to adapt to market change /
competition

f Health and safety / security
implementation lapses (staff and
participants)

g Inadequate contracts and management
processes / systems

h Inadequate provision for technology
renewal / replacement

i IT vulnerability (to hacking etc.)

o 0 T w

Having thus identified the risks, we can
proceed to assess them. We need to make
two judgements about them: how significant
are they (that is, if they were to happen, how
seriously would they affect achievement of
the plan); and how likely are they to happen?
An effective way of achieving this is to plot
them (1a, 3d, 5g and so on) against the axes
of a risk map like the one in Figure 8.

When this exercise is completed, it becomes
immediately clear where the greatest
threats to the enterprise lie. This is of great
value in the essential management task of
prioritising. Any risks plotted in the bottom
left-hand corner of the graph are unlikely to
happen - and, if they did, wouldn't be of great
significance in terms of success or failure.
On the other hand, any risks appearing in
the top right-hand corner are both highly
significant and very likely to happen; so
they're the ones which require the greatest
pro-active management attention.

These exercises are all very well - but
identifying and assessing risks achieve

nothing unless you then use them to
determine a risk management strategy. A
pro-forma for devising such a strategy is
shown in Appendix G. It lists the risks, then
rates them in terms of significance on a scale
of, say,1to 3 or1to 5.

It shows which strategic objective(s) they
affect and how important those objectives
are to the success of the enterprise

It records (from the risk map) their
significance and likelihood

It identifies the early-warning indicators
which will signal to the management that
something is going wrong

It assesses (again on a scale of 1to 3 or
1to 5) the impact that failure is likely to
have financially and on the company's
reputation (the latter is particularly
important for the success or failure of a
broadcaster)

It establishes contingency plans to
respond to the threat if it materialises

It identifies (most important, this) who

is responsible for monitoring the risk,
recognising an imminent problem and
initiating the remedial action

Take, for instance, the need to protect the

organisation against the risk of fraud. You
might consider what protective systems to
have in place under a number of headings:

- having a company culture
and requlations which discourage wrong-
doing by making clear the consequences
for an offender.

- having
an organisation which reduces the
opportunity for fraud (IT security, physical
security, vetting procedures in recruitment
etc.).
- having procedures



Significance

A

>
Likelihood
Figure 8: A risk map - the risks are plotted according to their significance to the
enterprise and the likelihood of their happening
to control transactions which may be - having a procedure
susceptible to fraud (defined roles for dealing with suspected fraud that
and signing limits, dual-authorisation is thorough, fair, in accordance with
requirements, cross-checking etc.). company policy and legally watertight.
- having procedures which
will uncover irreqularities or abuse Finally, with all this set out, the business plan

(reconciliation of accounts, spot-checks etc.).  should have a series of appendices. These



are sections which are too lengthy, detailed provide targeted information for a particular
or complex in layout to be incorporated specialist reader.
into the main body of the text, or which

Rather like this manual, in fact.






Commercial broadcasting is one of the

very few industries which make one thing
(programmes) but sell another (advertising).
The two are, of course, inextricably linked:
it's the programmes which attract the
audiences the advertisers want to reach.
You can't have one without the other.

Publicly-funded broadcasters, too, need to
attract and hold audiences to justify their
existence - but they have a tightrope to
walk. Unless their programming has a broad
appeal, it can become difficult for them to
justify their funding from public sources.
But, if their output becomes too populist,
they risk accusations of ‘dumbing-down’
and simply duplicating what the market can
provide - in which case, again, why should
the public subsidise them?

Though getting this right is difficult, it's not
impossible. Probably the best definition
ever coined for public-service broadcasting
is that it exists ‘to make good programmes
popular and popular programmes good'.
And, as we've seen (in Chapter Three),
commercially-funded broadcasters too may
have public-service commitments written
into their licences. Whether the drive comes
from mission or obligation, both have to be
competitive to win viewers and listeners.
Broadcasting is about reaching audiences.

If the people who provide the money think in
numbers, that's what we have to give them.

Devising a programme schedule is a bit like
cookery: do we have enough rice; is there
butter in the fridge; can we afford saffron;
if not, will some other ingredient do - or will
it matter if we leave it out altogether? The

challenge is to formulate a recipe which will
feed as many people as possible, satisfy
their appetites and keep within our shopping
budget.

Getting this balance right is particularly
complex for general-output broadcasters.
But even generic outlets such as sports
channels need to make the same kind of
calculation: which sports shall we include
and in what proportions; which sporting
events shall we cover; what broadcasting
rights can we secure (and afford)? The pay-
off between the cost of a programme and
the audience it delivers is crucial.

Figure 9 shows this balancing-act in graphic
form. The actual cost and audience size
will, of course, vary from country to country
and channel to channel, so the mix shown
in the graph is purely illustrative. But it
demonstrates the principle well. In this
case, too much education (small audience,
medium cost) and you'll lose market share;
too much drama (big audience but very
high cost) and you'll be bankrupt. But the
calculation also has to take into account
your obligations to the audience - both those
enshrined in your vision and mission and
those imposed on you from outside, like the
terms of your broadcasting licence.

Don't forget, too, the value of repeats. With
clever scheduling, they can take the same
programme to quite different audiences

- and popular programmes often attract
many more viewers second time round.
Transferring a programme from one channel
to another once it's proved itself can also be
effective in getting the best value out of your
investment.

In considering cost-effectiveness, it's worth
bearing in mind that there are three aspects



' Light Drama
Audience Entertainment
delivered
Acquired
Programmes
Sport
) Features
Children’s Documentaries
Music
Religion
Current Education
Affairs
Cost per
hour

Figure 9: Balancing the output - the size of the circles indicates
the amount of programming in each genre

to value for money: the product can be:

Good Though time-shifting, through recording,
Fast has long been with us and further technical
Cheap developments will make every viewer

Your producers can give you any two of
these - but only two:

You can have it good and fast; but it won't
be cheap (you might, for instance, have to
buy in extra effort to meet the deadline).
You can have it good and cheap; but it
won't be fast (because you might have to
fit the work round times when in-house
effort is most economically available).

You can have it fast and cheap; but it's
unlikely to be good (high production
values really do have a price).

and listener potentially his or her own
channel controller, linear scheduling is still a
significant factor in most countries.

The first consideration is availability to view /
listen. Clearly, there's no point in scheduling
a children’s programme when the target
audience is at school. On the other hand,
there are times of day when women, for
instance, may form a higher proportion of
potential viewers and listeners (but beware
of stereotyping: there are countries where
women account for at least 50% of the
working population). As life-expectancy
increases, the wants and needs of older



people, often with significant spending-
power, may become a higher priority. And
at times of high unemployment the profile
of the potential daytime audience can alter
dramatically. For radio, the ‘drive-to-work'
periods at the beginning and end of the day
are particularly valuable, as people in cars
are potentially a captive audience.

The scheduler needs to be well-informed
about and sensitive to all these social
patterns. (Not many years ago, programme
planners in London - accustomed to life at
the pace of a capital city - were astonished
to discover that most people in Britain were
in bed by 22:30.)

The same can be true of the ‘internal
scheduling’ within a programme. An hour-
long news magazine running from 18:00
t0 19:00, for example, is likely to place its
sports coverage towards the end of the

programme, to maximise the male audience:

almost everywhere, more men than women
watch and listen to sport, so you need to
allow as much time as possible for them to
get home from work. And it's never a good
idea to start or finish an item to co-incide
with a programme junction on a competing
channel. Keep the topic going and the
audience may want to see how it ends; and
- since they'll have missed the start of the
other programme anyway - they may stay

with you. Bring it to a stop when there's
something new starting up elsewhere and
you're quite likely to lose them.

For a schedule to be successful, it needs

to be easily ‘read’ and navigated. If you
want people to make an ‘appointment to
view', landmark scheduling is vital. Regular
programmes like soap operas need to be in
regular transmission slots, so that they can
be easily found. If you have a weekly drama
or documentary programme, it's a good idea
to place it at the same time on the same
evening or the zappers will by-pass it.

If you operate more than one channel - or if
you work in both television and radio - you
can exploit the strengths of complementary
scheduling. So you can ensure that, if one
channel is transmitting, say, sport, the other

is offering a completely different genre which
will attract a different audience. Or you might
run a bi-media themed week in which television
and radio follow a linked agenda, each using
the strengths of the medium to cover the
ground in different ways. Appendix N gives the
case-history of such an initiative which worked
exceptionally well.

It's not necessary actually to own multiple
outlets in order to operate in this way: you
can just as well form partnerships with other
independent local media, each making its own



contribution to the exercise and making the
whole greater than the sum of its parts. Nor
need your collaborators be other broadcasters,
particularly in development contexts: in

India, media initiatives have been mounted

in association with voluntary organisations
campaigning in the community to promote
literacy, health education, sound agricultural
practice, animal husbandry and soon. The
ndrradio stations of Scandinavia, which give a
voice to interest-groups within the communities
they serve, are also a useful model; there

are many such local stations in Africa and
thousands of them in South America.

The opportunities offered by complementary
scheduling are a great strength. But
scheduling also has to be competitive.

There are always two questions we should be
asking ourselves;

What is the audience doing now?
What is the competition doing?

We've addressed the first one in considering
availability-to-view. But, having won

the audience, we have to keep them. |
remember seeing in one East European
television station a (rather good) live
television programme under-run by seven
minutes. The producer simply put up a
caption on the screen and went off for a cup
of coffee. | caught up with him and asked
him what he thought the audience might be
doing while he was in the canteen - because,
| suggested, they surely wouldn't be sitting
there looking at his caption; they'd be off to
view the opposition.

The manager of the same station was
convinced that people wouldn't watch the
new commercial stations because ‘we are
the guardians of the national heritage’. Yet
in every bar in the high street the sets were

already tuned to the slick presentation of the
opposition. Neither of these managers had
taken on board how quickly the competitive
environment had developed. (This was

in Eastern Europe in the 1990s and the
television set in my hotel room was already
delivering 22 channels.)

Another consideration in scheduling is slot
value. Broadly speaking, you want to spend
most of your production money where it

will deliver the best audience. So there are
sometimes slots where, knowing you can't
realistically compete with the opposition, you
may want to place ‘sacrificial programming’
- arelatively cheap piece which will attract a
relatively small audience but will enable your
big guns to be deployed elsewhere on the
battlefield.

But there are two points to bear in

mind about slot value. The first is that,
increasingly, advertisers want to reach the
optimum audience rather than, necessarily,
the maximum audience: its demographic
profile may be more important to them
than its size. So, for instance, a programme
which appeals to affluent young males may
be attractive to an advertiser of sports-cars
even if the audience is not huge; more so
than a bigger audience which includes a
smaller percentage of potential customers.

The second is that audiences don't behave
uniformly even within the same country.

In Britain some years ago, the regional
commercial television companies had only
one slot a week in peak-time in which to opt-
out of the federal network to transmit their
own regional programmes. Because this
slot was opposite the BBC's most successful
soap-opera, with massive audiences, many
regions scheduled sacrificial programming
against it. But one region conducted



audience research which showed that, in that
part of the country, the appetite for soap-
operas was below average and the appetite
for documentaries was above average. So
they scheduled some of their strongest (and
more expensive) regional documentaries

in that slot - and won a remarkable 42%
audience share against one of television’s
biggest blockbusters.

That's why it's so essential to know your
audience - how they think and how they
behave. If you're in tune with them, they'll
seek you out and stick with you. If you're
not, they'll migrate to outlets whose style
and content suits them better; and there
are more options being offered to them all
the time. There's more on ‘hitting the right
note’ in Chapter Eight.

A schedule alone isn't enough to attract
and hold an audience; it has to be sold

to them. So promotions and trails are a
vital part of the output. This is a specialist
job. They should be produced by a
dedicated department under the control
of the commissioner (see Page 65), not by
the programme production departments
themselves.

Again, promotions and trails can be targeted
differentially for different sectors of the
audience. Here's an example. A network
was due to transmit a dramatisation of a
novel by a famous woman author. Most

of its stations prepared a single promotion
for the programme and simply repeated it

in different slots. But one station looked
carefully at the product and decided that it
had three main selling-points:

The name of the author

A strong romantic theme
An element of action and adventure

They therefore prepared three different
promos, each building on one of these
aspects of the drama. The first one, built
round the author's reputation, they put

out in the early evening, for the general
audience. The second, emphasising the
love story, they scheduled for the afternoon
- when their audience was known to include
a higher proportion of women. The third,
featuring the adventure theme, they
transmitted in the late evening - when they
knew more men were watching. They
achieved an audience rating 4% higher
than any other station for exactly the same
programme.

So scheduling is dependent on knowing your
audience. Scientific and comprehensive
audience research systems are very
expensive but we need to make the best

use of whatever information we can get.
Essentially, we need to know:

The audience rating: the number of
people who watch or listen, averaged over
the duration of the programme

The audience share: the percentage

of those watching or listening to any
channel at the time who are tuned to your
programme

The audience reach: the number of
individuals who view a significant part of
the programme - usually regarded as 15
consecutive minutes

All three may be defined globally or by
specific demographic sectors.

Promotion is about selling and selling



is increasingly about branding. As the
multiplicity of broadcasting outlets grows, it
becomes ever more important that your own
output should be instantly recognised and
associated with the impact and reputation
you want to project. One of the most
common questions marketing specialists

ask is: if this channel were a motor-car,

what would it be? The answer - Rolls-
Royce, Mercedes, Volkswagen, Ford, Jeep or
whatever - becomes a tool in the definition
of a corporate image. You can do the same
exercise with the names of high-street shops,
newspapers, menu dishes and so on.

Essential to projecting this image is a clear and
attractive on-air presence. That means much
more than a logo drawn from your corporate
identity and a few animations: it requires the
creation of a complete visual system which is
coherent and consistent across the whole of
the output - station idents, trails, promotions,
stings and all graphic devices.

Nor, for optimum effect, should the system
be set in concrete. It helps if the identity can
be varied, within the overall coherent design,
to reflect the output. Some channels have

a variety of idents, each of them individually
produced and hugely expensive, with which
they can ring the changes. But it's perfectly
possible to design a framework within

which images can be changed simply and

economically. So the visuals within the
consistent format might, for instance, reflect
the season of the year, or incorporate scenes
of everyday life from the communities you
serve, or be linked to special occasions or
celebrations.

Whether or not you use continuity announcers
in-vision is a matter of horses for courses. In
most countries the technique is now regarded
as old-fashioned and stations prefer a purely
graphic presentation; but in some parts of the
world they remain figures much appreciated
by the audience and closely identified with the
station, its image and the service it provides.
Again, knowing your audience is crucial - but so
is judging when the audience might welcome
something new.

Assuming a ‘hub-and-spokes’ approach

(see Chapter Four), the processes of
commissioning programmes, producing
them and servicing them become the tasks

of three separate business centres, operating
independently and entering into internal
contracts with one another. But the same
principle can also be perfectly well applied to a
structure such as that in Appendix B - as it was,
very successfully, in the BBC for many years.

The process is led by the unit which decides



on the nature and mix of the output,
schedules it and promotes it on-air. This
function may be headed-up by a channel
controller (in a multi-channel operation) or
by a director or controller of programmes
(for a single-channel broadcaster); there
may also be commissioning editors for
particular genres of programming (drama,
light entertainment, documentaries and

so on), as is often the case with publisher-
broadcasters. For the sake of illustration,
let's call this individual the commissioner.
And it's definitely a task for an individual,
backed by able planners: it demands a clear
vision, editorial drive, a strong sense of the
channel’s identity and the courage to take
risks; soit's unlikely to be done successfully
by a committee.

Figure 10 shows diagrammatically how

this triangular relationship works. The
whole process depends on the construction
of an annual plan, a cyclical sequence
which ensures that the optimum mix of
programming will be produced as cost-
effectively as possible. It works like this:

1 The commissioner invites a programme
proposal for a particular area of the
output or a production department
suggests an idea for a new programme or
series.

2 The production department works-up
the programme proposal in editorial and
production terms.

3 The production department draws up a
rough outline budget covering cash costs
and the probable utilisation of major in-
house resources.

4 The production department completes

a programme proposal form (see
Appendix H). The head of the production
department signs-off the form and passes
it to production planning.

The commissioner discusses the proposal
with his / her transmission planners to
evaluate its potential contribution to the
schedule and with his / her production
planners to evaluate its cost-effectiveness.
They decide whether they're likely to
accept it and, if so, where it might sit in
the schedule.

At an annual meeting involving the
commissioner, his production planners and
the head of the production department,
the form and content of the programme
(and of all the department’s other
proposals) - with their outline budget and
delivery dates - are discussed and agreed
(or rejected) in principle.

If the idea is accepted in principle, the
production department completes a
detailed budget form for the programme
or series (see Appendix I). The head of
the production department signs-off the
form and passes it to production planning.
He or she will usually submit a more
detailed editorial treatment at this stage.

At a second annual meeting (about six
months after the first), the final form of
the programme or series and its budget
are agreed. The head of the production
department signs-off his / her acceptance
of the finalised programme proposal and
the budget. Planning allocates to every
programme a unique project number to
which all resource utilisation and cash
costs will be charged.
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Figure 10: The annual plan commissioning cycle - a triangular relationship

9 The production department then enters
into negotiations with the resource
operation to agree the allocation
and scheduling of the budgeted staff
and resources required to realise the
programme. The need to ‘smooth the
resource load’ (that is, avoid sharp ‘spikes’
in resource usage) may lead to scheduling
adjustments at this stage, which are
discussed and agreed with production and
transmission planning.

10 When the details are finalised, booking-

form contracts are signed by both sides
to confirm their mutual commitments
and their timing (see Appendix J). The
programme department also negotiates
and issues contracts for freelance or
independent production effort and
resource departments for servicing
facilities and effort provided from outside
the organisation.



11 In accordance with these internal and

external contracts, the production
department proceeds to realise the
programme or series and the resource
departments to service it. As resources
are utilised, the production department
and the relevant resource departments
sign-off the effort used. As invoices are
received from external suppliers, the
production department and the resources
departments verify them, certify them
and pass them to the finance directorate
for payment. In the case of external
contributors - writers, performers and
other participants - on completion of the
programme the production department
confirms that they have fulfilled their
contracts and, again, certifies them to
finance for payment. Details of both
kinds of transaction are fed into the
management information system as they
occur.

12 The management information system

records actual expenditure against the
budget and indicates cost-to-completion
(see Appendix K). This is constantly
monitored by production planning, who
regularly update the commissioner, and
by the production department. Any
remedial action required may be initiated
either by the commissioner or by the
head of the production department. If a

problem affects the transmission schedule
(for instance, a possible late delivery) the
commissioner consults with transmission
planning on how to fill the gap.

13 Meanwhile, the commissioner (who has

wisely retained a budgetary reserve) will
from time to time tweak the schedule

to maximise its competitiveness and

will commission short-notice one-off
programmes to seize an unplanned
opportunity. This may have knock-on
effects on the programme or series, which
must be coped with by the planning and
production departments.

14 The programme or series is eventually

completed on time and within budget (we
hope) and the resources operation places
the final tape in the programme library for
future transmission.

15 Transmission planning pass the

(constantly updated) transmission
schedule to presentation and promotion.
At a regular meeting involving the
commissioner, his / her transmission