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FOREWORD

Our job as Broadcast Managersis different from other jobs because it
makes us closeto the people. 1nthe meantime, it makesusresponsible
before the audience and the society. We are responsible because we
have the mandate of being the Watch Dog of the people; to aways ask
what and why and again what and why? Our Journalistic effort is our
passion to serve people.

Our existence depends on our credibility among the people and nations
at large. Our credibility depends on our impartiality, independence and
accountability towards our audience, which could result in people’'s
trust and confidence in us. Our credibility is also our attempt to be
people’s network, people's platform, and people's meeting place. Our
credibility isto serve the audience as viewers and not consumers. Such
atask brings so much responsibility to us as Broadcast managers.

The dominance of commercial intereststendsto erode the public sphere
by creating a “ Culture of entertainment”. Under the commercial model,
media outputs are often commodified and designed to serve the needs
of the market more than of citizenship. Again in such a highly
commercialized broadcast environment, our challenge is how we find
our way to be part of people’s daily life. Public has to know what is
going on and what options they need to weigh, debate, and act upon —
when, where, why and how.

The emergence of mediaconglomerates and i ntense market competition
are creating new organizational priorities in which profit growth is
replacing service asthe principal mission. Sustaining profit growth often
requiresreducing theresourcesfor news gathering, thereby diminishing
the role of the news media, as a public trust. This calls for Broadcast
managers to have a clear understanding of what actually is happening
in the media landscape with regards to globalization, media law, new



technologies, digital gap, and what could be the possible solutions to
meet the challenges.

All that have been said isjust asmall part of many challenges managers
of Radio and Television are facing.

For being a successful Broadcast Manager, other crucial elements are
required apart from the top management skillsand broadcast knowledge.
Dealing with challenges in this region requires. a sense of leadership
and influence; ability to analyze the needs of the time and finding
solutions, taking the organizational cultureinto account; ability to work
in a team; developing consensus; trandating the vision, mission and
objectives of the organization to a clear programme of work based on
its Strategic Plan and implementing them with the best possible
management skills to provide benefits to all members of society.

| should place my sincere thanks and appreciation to Gareth Price for
accepting my invitation to write this Broadcast M anagement Handbook
and for sharing his invaluable knowledge with broadcasters in this
region. | should thank Janet Boston the new Director of Thomson
Foundation for her consent and support of this publication and Manil
Cooray, AIBD Programme Manager for putting everything together to
publish this book.

| hope this Handbook could best be used by broadcast managersin our
regionin strengthening therole of Radio and TelevisioninAsiaand the
Pacific and to serve the members of the AIBD to fulfill their role in
their societies as diverse as that may be.

DR. JAVAD MOTTAGHI
Director
Asia-Pacific I nstitute for Broadcasting Development (AlIBD)
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INTRODUCTION

Thishandbook isintended for broadcasting managersin the devel oping
world and emerging democraciesof Asia. Itissponsored by theAsia-
Pacific Ingtitute for Broadcast Development (A1BD) and the Thomson
Foundation (UK).

Theauthor’ sinvolvement with management consultancy and managerial
training for both organisations suggests that, with the exception of a
handful of countries, newly appointed managers in the region’s
broadcasting companies are often recruited without any previous
experience of managing people, resources or programmes.

Management training islimited to the fortunate few since only aminority
of organisationshaveabudget linefor training at all, whileinternational
funding agencies have their slim resources extended beyond any
possibility of fulfilling this particular need.

This handbook attempts to provide senior managers who are unskilled
in various key sectors of the industry with the main areas in which to
concentrate attention. A senior manager isrequired to be “aJack of all
trades and amaster of none”. But at least he/she should alwaysbeina
position to question the activities of every department in the company
on critical issues of the highest priority to the broadcaster’s aims and
objectives.

The author is aware that many readers have English as a second or
third language and every attempt has been made to avoid academic or
technical jargon. No provision is made for in-depth knowledge of any
single branch of the industry but the manual offers a broad perspective
based on the concerns expressed by dozens of senior and middle
managers in seminars all over Asiain recent years.



Senior managers require very different levels of expertise in their
executiveteam. The chapters on news management, finance and human
resources have benefited from additional perspectivesof expertsinthose
increasingly technical areas. | am grateful to Philip A. Davies and Jeff
Dawes, both of whom were managers of BBC departments of Finance
and Human Resources respectively, as well as Russell Lyne, the
experienced journalist and Head of Regional Development in the
Thomson Foundation. | also thank Graham Mytton, aformer head of
BBC World ServiceAudience Research, for hisAppendix on thissubject
and Michael Betton, Manager of Lincs FM, aBritish commercial radio
group, for histhoughtson raising advertising revenue. Finaly my thanks
to Javad Mottaghi for encouraging me to write this handbook; to Janet
Boston, my successor as Director of the Thomson Foundation for
allowing me the use of the Foundation’s facilities; to Manil Cooray,
Programme Manager of AIBD who has seen the book through to
publication; and to Poranee James, my personal assistant at the
Foundation for 15 years, for typing it al for thistechnical dinosaur.

GARETH PRICE
Former Director
Thomson Foundation



CHAPTER | - LEADERS AND
MANAGERS

Senior broadcast managers may have a variety of objectives but the
basic mission of the managerial team should be the same — to make
quality programmes for selected target audiences. The commercial
broadcaster existsto make aprofit but evenin order to maximise profits
itisnecessary to create programmes of quality, with the highest possible
degree of professionalism. Otherwise the audience targets required to
satisfy the advertiserswill not be achieved. Thisinahighly competitive
multi-channel environment is a growing challenge. Audiences are
proving to be more selective as the viewing choice grows.

Thedaysof the State broadcasters monopoly of the airwaves hasgiven
way in most countries to an explosion of commercia TV, its populist
offeringsforcing aslowly growing realisation even amongst politicians
controlling the media of the need to create public broadcasting
corporations. It isamilestone marking the road to please the audience
while not necessarily loosening control of the levers of power.

The great management challenge is to cater for al of the audience at
least some of the time in a constantly evolving scenario involving
massive changes in the industry. That challenge demands leadership
and managerial abilities at several different levels of the industry.

But what makes a good leader? And is it right to claim, as one
advertisement stated, “acompany isonly asstrong asitsleader”? Such
an oversimplification ignoresthefact that modern mediarequiresaraft
of senior, middle and junior managers who exist to execute corporate
or company policy as delegated to them by their governing bodies.
One of the greatest problemsinherited by post-Communist countriesis



the lack of responsible middle management. In many countries they
are still messengers rather than managers.

Senior executives have to delegate the responsibility for the actual
production processto their programme departments. Director-Generals
may have an expertise in technology, in accountancy or in production
but rarely in more than one such area. It is their management teams
who actually carry through the details of the policy while reporting
back on the success of their respective units.

Leadership at its simplest level means|eading ateam, whether large or
small. Thequalitiesrequired of leadersarefar from simpleand ideally
require a range of attributes which can be frightening in their sheer
scope. They include:

» self-confidence, self-belief and self-motivation

* theappointing of individuals with the necessary talents required for
designated responsibilities and mould them into ateam

» apersonality strong enough to lead ateam by example or by earning

respect

avision of what the management job should be

the development of a strategy to fulfil the vision

understanding the need for and ability to execute change

the inter-personal skills to allow for easy communication both as

listener and speaker

trusting enough to delegate responsibility

being firm but fair in dealing with the team

encouraging and disciplining the team when appropriate

excellence in administration

creative in thought and deed

sound judgment in decision-taking

diplomatic in sensitive situations

common sense, a much under-rated attribute

last but not least —a commitment to broadcasting

It is, of course, impossible to find paragons of virtue who fulfil all
these attributes. Much depends on the particular responsibilities



demanded of theindividual manager. One can beagood junior manager
but unable to undertake the stress of decision-taking at a higher level.
Creativity is much more important in production areas than
administrative posts.

More problematic is management style. Successful managers can be
authoritarian or democratic in attitude. Some are bullies, others are
reflective and reserved. Some lead from the front, others prefer to stay
in the background. Modern management methods tend to be more
democratic and consensual than autocratic. Listening and discussing
with the team precedes the decision-taking process but such
consultations should not belong drawn out. Many decisionsarerequired
very quickly and managers haveto avoid prevarication and uncertainty.

In the end all managers have to be leaders but not all leaders are
managers. In India, Ghandi was a charismatic leader but no manager.
In a media context, senior management needs the vision to lead the
industry, allowing middle management the delegated responsibility for
executing the strategy. However even senior managers havetheir bosses,
the members of the Boards or Authorities which have control of the
industry. They are the leaders who can influence the broadcasting
environment — if they are allowed to do so by the political powers.



CHAPTER Il - THE BROADCASTING
ENVIRONMENT

The success of managing broadcasting in any country depends not so
much on the structure of the industry as the environment in which the
industry isallowed to operate. Two contrasting examplesillustratethis
point.

Managerstheworld over want to know how they can copy the excellent
brand name of the BBC. In fact, it is the British broadcasting
environment which deserves the praise rather than the BBC, which
despitethe high quality of many of its channels suffersfrom an outdated
corporate structure,. The UK media has prospered in a country which
allowsfor free speech with few limitations. Broadcasting licenceswere
allocated to cater for increased choice both slowly and sparingly so
that eventoday only fiveterrestrial channelsstill dominate the audience
figures despite the availability of many more digital channels. Above
all, however, the broadcasting quality remains high on thewhole because
the BBC and its commercia opponents compete for audiences but not
for funding. Theinternal servicesof the BBC exist on agenerouslicence
fee or tax paid by the viewers, supplemented only by the sales of its
programmes overseas, its archive material and the spin-off of
merchandise associated with the programmes. The commercial
channels, which also have public service requirements defined by the
regulator (OFCOM), are allowed to retain all advertising income.
That equilibrium situation would be destroyed if the BBC were allowed
to take advertising. It would undermine the commercial sector’s
revenues and lead to an erosion of the BBC's licence fee. It is the
combination of thesefactorsthat givesthe UK an excellent broadcasting
environment.



At the other extreme are severa countries where the political and
commercia pressures limit the possibility of impartial news services,
wherethe economy istoo weak to support many flourishing commercial
broadcasters, where too many licences have been issued to too many
companies in too short a time, and where the state broadcaster also
depends on advertising revenue.

The role of management therefore varies enormously with the nation’s
media environment as well as the structure and objectives of the
organisation. In the beginning, three different types of broadcasters
emerged from very different political scenarios:

» the state broadcaster — in countries where Governments control the
media;

* the public broadcaster —which first emerged in Europe as a cultural
entity;

* the commercial broadcaster — for which the US free-market
philosophy was the initial driving force.

Considerable confusion exists over the meaning of the term ‘public
broadcaster’, usually because countries which still control content
through government like to portray themselves as acting in the public
interest. In reality the state broadcaster acts in the interest of the
government of theday. The public broadcaster servesthe audience. In
a democracy, it is the audience as the electorate which votes parties
into power and also dismisses them from office. Public Service
Broadcasting is therefore an essential agent in the development of
democracy. Theaudiencerequiresto beinformed of the opinionsof all
parties and not only those in power. Managing the news in a public
broadcasting organisation is a very different activity from that of the
state broadcaster. Managing general programmes outsi de the newsroom,
however, should be the same in whatever organisation one works.
Similar production values apply to directing a sports programme or a
dramaall over theworld, namely the need to strive for professionalism,
quality and efficiency.



The commercial broadcaster hasto make a profit in order to satisfy the
shareholders. Inorder todo soitisgenerally recognised that advertising
income has to be maximised either through the provision of as much
popular programming as possible, or by deliberately targeting key
sectors of the audience e.g. the young, the opinion-formers, women
and so on.

By today, few countrieshave aclear distinction between channelsfunded
by alicence fee adone and those funded by advertisementsalone. What
therefore exists in most parts of the world are hybrid forms of
broadcasting in which everybody — whether state, public or private
broadcasters—competesfor advertising income. Thissituation weakens
the private commercia operator who can oftenill afford to produce the
expensive dramaor documentary. On the other hand in many countries
the commercial company has been the catalyst for positive change -
the organisation which offers a news service which is partially
independent of government. The word ‘partial’ is important in this
context because of the constant danger that truly impartial news
programmes can lead to the political threat of the withdrawal or non-
renewal of the licenceto broadcast. Editorsarefully aware of how far
they can go and operate varying degrees of self-censorship.

Hybrid or * mixed economy’ broadcasting structures can lead to theworst
of all possible worlds. There are few countries in which the political
pressures on the newsrooms arewithstood. Thereare constant financial
pressures through inadequate funding from the licence fees, even in
countries where such a ‘tax’ has been added to the electricity tariff.
Few public broadcasters exist without advertising revenue, and
commercial pressures operate adversely on the programme schedulein
favour of the popular and at the expense of more serious programmes.

Severa examplesalso exist of State companiesgiven public corporation
status while still dependent on Government funding. In these
circumstances, managers find it extremely difficult to determine who
the paymasters are — the government, the advertisers or the audience.
This rarely leads to an encouraging working environment. Changing



the nameto a public corporation is often meaningless. However, while
the development of Public Service Broadcasting channels (PBS) is
problematic, there are distinct signs of the growth of Public Service
Programmes (PSP) on avariety of channels. The growth of competition
has improved news programmes. Educational, women'’s and ‘ nation-
building’ seriesaremore prominent evenif thesearerarely entertaining
towatch. Thebroadcasting environment isimproving in the developing
world slowly and painfully, offering very different challenges to
managers at al level.



CHAPTER Il - LEVELS OF
MANAGERIAL RESPONSIBILITY

1. THE REGULATOR AS MANAGER

Public service broadcasting isweak in many countries. Yet theindustry’s
nationa regulator hasthe power to change the broadcasting environment
of the nation through its remit to manage the distribution of licences.
Regulatory authorities are appointed by Governments through Acts of
Parliament to oversee the broadcasting industry of the nation in whole
or in part. Sometimesthe regulator isgiven control of the commercial
sector only and the public broadcaster may be self-regulating, publishing
an annual report on its activities, its programmes and finances, for the
genera public.

Regulators are statutory authorities, their policies executed by senior
managers who have several extremely important powers at their
disposal, including:

» offering licences to broadcast through tenders

* setting the qualifications required of applicants for licences

* imposing public service quotas on programming

» warning licence holders of breaches of the licence

 approving the numbers and types of licences

 they may also have control of telecommunications

* someissueguidelineson best practice, ethicsand compliance matters
(see Chapter 1V - Managing Programmes)

The powers least known in some Asian countries relate to imposing
public service quotas on various forms of programming. For example,
a commercial licence can be offered subject to a percentage limit on
purchased programmes or a percentage minimum of public service
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programmes such as local news or education series. Radio licences
can be offered on the basisof minority talk or music channels. Warnings,
fines or even loss of licences can be imposed on those who fail to meet
the terms of the contract.

The creation of a competitive industry is healthy if the licences are
limited to fit the ability of the economy to cope. Issuing too many
licences can likewise lead to the law of thejunglein which thelicence-
holders struggle to survive with low budgets and low quality
programmes.

Choice and competition is good for the audience — but only up to the
point where the economy can allow for quality programming. Asfor
the competition from satellite TV, the answer lies in the provision of
community radio and an increased number of local radio and regional
TV programmes which offer the opportunity for the audience to get
ever closer to the programmes and participate in them. There can be
no better way to win an audiencethantofeel that it isan integral part of
the broadcasting scene. Such developments require aremit from both
the regulator and the company or corporate boards.

2. BROADCASTING BOARDS

Managerial responsibility in the licensed companies or corporations
depends on the degree of del egation given to each individual manager.
However, even top managers have to be accountable to a company
Board or a corporate Authority.

Board membersin the public sector, usually 10-12 in number with the
Chairman having a casting vote, are drawn either from “the great and
the good” who arerespected intheir professions (e.g. the law, medicine
or university academics) or, increasingly in the developing world, from
NGO'’s which provide services to the public in avariety of social and
professional fields. Sometimes the Chairman is appointed by Board
members themselves but more often Governments appoint all the
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members. Unfortunately, some Board members behave as the ‘ place-
men’ of the political power-brokers, which automatically limits the
autonomy of the broadcaster as well as the devel opment of democracy
itself. The test of the integrity of the Boards then becomes the degree
to which they can becomeindependent of political pressures. It becomes
anissueof credibility both with the public and the staff, who will mirror
the Board's attitudes as employees of the Board. Even top executives
are employees of the Board, which has the power to hire or fire them.

Normally, a Board of Governors:

* has to develop a strategic plan outlining the mission, vision and
objectives of the organi sation in association with the top management
team. A long-term five-year plan is crucia for the future of every
broadcasting organisation.

 should allow the senior executives to execute the strategy on a day
to day basis and with minimum interference in between the regular
meetings of the Board

 Should ensure that the organi sation makes the most effective use of
its resources, eradicates overstaffing and uses its finances wisely.

 shouldresist thetemptation to view programmes before transmission
and offer constructive criticism at regular Board meetings

 should promote and encourage the development of impartial news
programmes independent of political and commercial pressures

* has to appoint sub-committees to cater for monitoring financial
control and ethical issues.

It isimportant that individual members see themselves aslay members
representing the needs of the audience rather than the politicians who
appointed them. Keeping the distance between the Executive on one
side and the politicians on the other requires diplomatic skills of ahigh
order aswell as an independent mind. Therole of the Board Chairman
is central to the success of the whole organisation and is usualy a
hands-on part-time post. A good working relationship between the
Chairman and the Director-General (or Managing Director) is crucial
to the success of the organisation, and is often helped by the
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appointment of alLegal Secretary to advise both the Board and Executive
on statutory matters, legal problemsand interpersonal tensions between
both bodies.

Commercial companies form their own Board with a mixture of
executive and non-executive directors. Sometimesthe Chief Executive
is also the Chairman, sometimes not. The Board answers to the
shareholders. State broadcasters have a Director-General who reports
to the Minister of Information who, in turn, isusually amember of the
Cabinet.

3. SENIOR MANAGEMENT

The Board of the Governing Authority has the power to appoint (or
dismiss) the Director-General/Chief Executive and al so be represented
on the appointment boards interviewing the members of the top
management team.

All such appointments are usually advertised externally and internally
to satisfy best practice and transparency in public appointments, as
opposed to the Board of Directors of a commercial company which
sometimes advertises openly for top executives but often do their own
‘headhunting’. Increasingly, professional agencies are hired to sound
out people for their suitability for very senior positions.

It is seen that state broadcasting Director-Generals are often appointed
and sacked with each change of State President or Prime Minister. Some
Director Generals have little professional experience of the industry
and do not last long enough to learn, a situation which is unsettling for
thewholeorganisation. It leadsto regular and often unnecessary changes
at lower levels of senior management.

Whoever the Director General or CEO, there is always a need for a
team of as many talents as necessary including the following:

» Director of Programmes
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» Director of News

» Director of Finance

 Director of Personnel/Human Resources

» Director of Resources including Technical Resources, Transport,
Buildings and all capital items

» Head of Commercia Department including advertising, sponsorship,
promotions and marketing, who often reports to the Director of
Finance in the first instance

» Lega Secretary to the Board and the Executive

These are the seven ‘core’ posts for any broadcast management team
and are usually supplemented or co-opted when necessary by managers
representing

 the Regions and L ocal/Community Programmes
* publicrelations
 other experts or senior managers as required.

Management teams should be restricted in number and meetings kept
short in order to encourage team members to hold their own middle
management staff discussions and promote good communications
throughout the organisation. In state broadcasting companies, the
situation in which several people are given the status of Deputy and
Assistant Director General leadsto levels of bureaucracy which choke
communications at lower levels and where the programmes become
secondary to the internal politics.

There should be no doubt however that the heaviest managerial
responsibilities are carried by the top executives, who should meet
weekly to decide on recent past, present and future concernsin achieving
the Board's strategic objectives. A key part of their work is executing
those objectives and reporting to the Board and its sub-committees on
matters relating to programme output, audience figures, financial
accounts, political pressuresand so on. Aslittletime as possible should
be wasted on car parking or office space for individual s!
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Itisequally important, however, to build the managerial structurearound
the quality of staff available at any one time rather than appointing
people to fill a set number of posts. For example, if the Director of
Programme is a journalist and there is no-one else good enough to be
the Director of News, it isbetter not to appoint and allow the programme
chief to run thewhol e output with rel evant changesto theresponsibilities
at the next level down in the company.

4. MIDDLE MANAGEMENT

Thisisthelevel of management whichisleast understood or appreciated
in the developing world. Senior management in a large company is
incapable of direct and detailed control of the production and
administrative teams working for them because of the sheer numbers
involved and the need to delegate responsibility for detailed activity to
alower level of management. Unfortunately that middle management
role is too often interpreted as a promotion to a higher status post
without the added responsibilities.

Modern management control requires a balance between a top-down
and bottom-up approach in which senior executives fully understand
the problems facing workers on the studio floor and on location. In
turn, the very term ‘ middle management’ impliesthat people given that
position have to report to the bosses above them and be responsible for
the workforce below them. Middle managers are essential for arange
of very different outputs- whether manager of adocumentary production
unit or the Human Resources' salaries unit or the technical transmitter
department. Every news editor is a manager as is every different
producer. There aretherefore more middle than senior managersasthe
delegated responsibility ‘ cascades from the top levels downwards.

Thetwo key areas of middle management responsibility arefor people
and money. Overstaffing isaparticular problem which wastes money
and lowers morale amongst those who are most productive in their
work. It is only the middle manager who can identify where such
overstaffing isinhibiting the effective use of limited financial resources.
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5. LINE MANAGEMENT

This delegated responsibility to middle managers requires a balanced
attitude in reporting to senior bosses — a referral system. A middle
manager is required to work on his’her own initiative and to report to
superiorsonly when necessary. But what isthe meaning of ‘ necessary’ ?
If amanager reports to the boss on every single decision, that could be
regarded as a lack of confidence. If one never reports to the boss, it
can be regarded as a lack of communication or even arrogance. The
whole organisation benefitswhen abalanced referral systemworkswell.

The commonsense approach to this line management problem is a
mutual agreement on what each individual bossrequiresto know, which
can vary according to the individual, and work as ateam on that level
of understanding. One particular point should be noted, however. Never
put the bossin aposition to be surprised unlessitisunavoidable. Always
be the first to communicate the good or bad news.

All management is about teamwork and good middle management is
about balancing the degree of knowledge required by the bosses with
the degree of delegation to the people who work for them. Such
teamwork is successful wherethereisnot only amutual respect between
people holding the different levels of responsibility but where thereis
trust in delegating as well as knowledge of everyone's strengths and
weaknesses. Few people have got equal all-round skills and managers
have to recognise individual weaknesses requiring support and
encouragement in order that the whole team benefitsfrom that person’s
abilities.

The most effective organisations are those where every person works
toalevel of responsibility for which oneisproperly rewarded inrelation
to one’s status and salary in the organisation - a topic discussed in
Chapter VI “Managing People”
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CHAPTER IV - MANAGING
PROGRAMMES

Broadcasting is about serving the audience with the highest quality
programmes while bearing in mind the differing objectives of the
paymasters. Commercial companies have to show a profit for their
shareholders. State broadcasters are civil servants. Only the few
public broadcasters are solely concerned with the audience.

As dready stated, however, they all have in common the need to
recognise that good quality programming is essential to attract an
audience. In turn, the audience attracts the advertisements. Even the
politicians controlling State broadcasting need an audience in an
increasingly competitive world. Addressing the audience, whether as
citizen or consumer, isthe primary concern of senior management teams,
whatever their individual responsibilities.

‘Quality’ inthe context of programming does not mean they haveto be
seriousin content all the time, merely that every programme should be
made with the highest possible production values. Each programme
department faces the same managerial challenge, namely moulding a
team relevant to a professional product. Professionalism is necessary
whether the broadcaster is making a serious drama or a light
entertainment quiz show and every genre requires very different skills
including research, organisation, costing, directing, camerawork editing,
graphics set design, make-up and wardrobe.

In turn, one definition of the word ‘ professiona’, is a commitment to
doing the best possible work for one's employer as well as taking
personal pridein one’sinvolvement in making programmesfor amass
audience.
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MANAGING THE SCHEDULE

Each broadcast channel is controlled by a senior manager in different
ways. The commercial TV senior programme manager normally
organises a competitive schedule in order to maximise the audience
and advertising income, although in some countriestheregulator’sremit
compels the scheduler to include a certain proportion of public service
programmesin addition to newse.g. regional programmes or education.
The public broadcaster, however, is expected to justify the licence fee
and cater for al of the audience, including minorities at least some of
thetime, through amixed schedul e of popular and ‘ responsible’ material
which may be serious in intent but made in as entertaining a way as
possible. The old adage ‘to inform, educate and entertain’ still holds
good but there is no reason why informing and educating audiences
should result in dull or boring programmes. Mixed schedules occupy
the core channels of every country and are now being supplemented by
channels dedicated to one type of programme — 24 hours news, sports,
movies, shopping, travel, history, arts, education and even pornography
to name but afew. The main mixed channels are usually transmitted
“freeto air”.

Scheduling requires special skillsinidentifying an audiencefor various
programmes at different times. Placing a show after a popular news
programme can provide it with an audience inherited from the news. If
the newsprogrammeislosing an audience, placing apopular programme
before it can benefit the news with the same ‘inheritance’ factor. The
anchor of all mixed schedules is the timing of the news programmes
around which therest of the scheduleisbuilt. InTV thismeansthat the
peak-hour viewing between the early-evening news and the late evening
news can be allocated to programmes suitable for family viewing.

Such a skeleton schedule would read in time order:

1. Day-time Programmes
2. Children’s Programmes
3. Early Evening News

4. Family Viewing
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5. Mid/Late evening News
6. Adult Viewing

AUDIENCE RESEARCH

Since the need to satisfy the audience is paramount, the requirement
for audienceresearchisvital. Many managers claim they cannot afford
the costs of independent commercial audience research but Graham
Mytton, aformer head of the BBC World Service Audience Research
Department, has written a first class handbook on how to conduct
statistically significant material with small samples incurring minimal
costs (seeAppendix). At worst every broadcast company should ensure
it organises at least one annual audience ‘sweep’ ayear.

A creativeindustry hasto bejudged not only by the size of the audience
but also by the quality of its programmes. Judging quality is often a
matter of personal taste which requires experiencein what an audience
islikely to appreciate in the style, presentation and pace of the content.
It is easy to have a “great idea’, much more difficult is developing a
different angle on awell-known subject and finding an original method
of presenting it at a reasonable cost. Modern channel controllers add
audience appreciation appraisal questions to their audience research
sweeps and/or establish panels drawn from different target groupswho
can give qualitative feedback on the impact of various presenters or
subject matter.

The placing of the mid/late evening news dictates the length of time
available for the peak audience between the two news programmes. If
the early evening news finishes at 7 p.m. and the late evening news
startsat 10 p.m., three hours are allowed for general programming such
as soap operas, quizzes, consumer and lifestyle magazines as well as
light entertainment for the whole family. A different schedule might
show the news dominating the peak hour of the evening with family
viewing before the news and adult viewing after the news. Inan age of
channel expansion, it is easier for a public broadcaster to please the
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wider spectrum of a national audience through offering one popular
channel and a second with more serious programmes such as single
subject documentaries, opera and drama. This gives not only greater
choice but also a better chance of targetting audiences with different
interests and educational backgrounds. Care should be taken to offer
viewer choice, placing very different types of programmes against each
other.

Therange of any channel with amixed scheduleis expected to produce
programming on:

» Newsand current affairs, including investigative reporting

 Children’'s programmes suitable for different age groups

» a'soap opera’ reflecting on everyday lifein the national community
transmitted at |east once aweek.

* gporting events, results and analysis

» documentary series on contemporary or historical life

 serious drama, operaor ballet to provide serious cultural events

* lifestyle programming, including consumer issues

* light entertainment comedy, quizzes and satire

* religious programmes

 regional and local programming

» purchased programmes including films

* minority programmes for different racial and linguistic groups

» formal educational or ‘nation-building’ programmes

THE COMMISSIONING PROCESS

The senior manager or Channel Controller responsible for a schedule
based on this range of output would expect to decide on offers from
different heads of department or executive producers responsible for
the production teams in each of these categories. Only the Channel
Controller can calculate how much money to alocate to the different
programme types within the schedul e given the pot of money available
to him. Experienced programme managers know the averagetotal cost
of expensive outside broadcast compared with a cheap quiz show and
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have a skeleton schedule in mind before putting flesh on the bones.
Thisisusually done by careful planning ayear ahead of transmissions
and longer where expensive drama productions or sports contracts are
concerned. One exampleiswhere discussions about future programme
ideas take place in March and decisions in June for the start of a new
financia year in January. The March meetings for each department
would allow for ideas to take shape in discussion between Channel
Controllers, schedulers, the relevant Head of Department and the
departmental programme producers. The Channel Controller can
indicate preferences for new or ongoing series based on potential
audience interest, offering guidance to the department on what is
expected in the final offers meeting. The decisive meetings in June
will finalise the Channel Controller’s requirements for a skeleton
schedule and the costs of each series. Ideas are normally acceptable
only if fully costed (see Chapter on Managing Finance) The annual
scheduleisusually broken down into amore detailed quarterly schedule
and a very detailed monthly and weekly schedule as the transmission
dates get nearer.

CHANNEL IDENTITY AND PROMOTIONS

Each broadcasting station should develop its own station identity
through the‘branding’ of itsoutput. Each channel should haveits*logo’
which marksit out from every other channel both in vision and sound.

Modern schedulers also insist on promoting as many upcoming
programmes on the same evening, the following evening, thefollowing
week, indeed in-between every show inthe schedule. Every production
isrequired to prepare ‘trail’ material of different short durationswhich
can befitted in to each evening’s schedule in aflexible way by the duty
presentation controller. Thisensuresthat aviewer or listener who may
not be interested in the next programme will at least be reminded that
there is something they wish to watch available later in the evening or
the next night. 1f nothing elseit allows the audience time for a cup of
teain the break.
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Promoting the station’s programmesis not confined to on-air advertising.
Press launches are organised for new series and special anniversaries.
Newspapers need to be provided with detailed programme schedules
and articleson major programmes. Good PR requiresthat programmes
made in a particular town should be launched in that town.

PROGRAMME CATEGORIES

In any consideration of the different categories of programming,
particular attention has to be given over to the following key
departments.

News programmes are discussed on the next chapter. “Managing the
News’. However, all programmes sharethe common aim of good story-
telling.

1. DRAMA AND ‘SOAP’

Drama is the most expensive programme area but offers an output
ranging from the prestigious single play to the very popular ‘soap’,
with shorter series and serials of about six episodes somewhere in the
middle in terms of both costs and audience attraction.

Soap operasaretransmitted at east once per week with omnibus editions
repeated at weekends and they are expected to run for years on end.
Because they use the same studio sets and actorsfor lengthy periods of
time, unit production costs are lower than for a six-part drama series.
The key factor in their popularity isthat the story lines revolve around
everyday life in the community, with recognisable characters acting
out familiar scenes of family life, neighbourly relationshipsunder strain,
young love, middle-aged unemployment, old age infirmities - all the
trappings of ordinary daily life found everywhere in the world. At
best, the audience identifies itself with the characters and thinks of
them asreal live people who appeal to awide age-range. Inlaunching
such a series the editor, producer and script editor have to mould their
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own support teams of directors and scriptwriters in order to cope with
continuous pressure on all concerned. This requires a high degree of
teamwork including scriptwriters who are adept at writing natural
dialogue.

The best way of launching such aventureisto try different formats out
onradioor ashort singleserieson TV to test not only audiencereaction
but also teething problems in the development process. Success can
lead to longer series for one day a week before moving on to twice or
more weekly. Some of the best soap operas have served audiences for
decadesfirst on radio and thenon TV. Many ‘pilot’ programmes have
failed because of the weaknesses of the scripts or elements of the
characterisations. Just as often is management failure to confront a
lack of tradition in team-building. Successful soaps bring big rewards
in both audience appreciation and size.

2. SPORT

The coverage of leading national sports is well recognised by all
broadcasters but much more attention could be paid to the quality of
cameradirection of live sporting events. Itisan areainwhichthereis
abig divide between experienced and inexperienced directors and not
merely because of the differences in the available technologies. The
best coverage can often come with fewer cameras and directors who
plan camerashotswith aview to giving the audience therelevant close-
up without losing the geography of the event. Managers need to find
and train directorswho have acool temperament aswell asthe sporting
knowledge necessary for live sporting events. Also, commentatorswho
suit the very varied demands of fast-talking radio commentaries as
opposed to TV, which requires fewer words but more analysis of what
the viewer sees.

Sporting contracts have become an expensiveitem for all broadcasters.

Considerable managerial time is taken up in negotiating long-term
contracts as well as calculating the time and costs of the supporting
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outside broadcast equipment, including provision for live coverage.
Skilled negotiators discuss the quality of the coverage as well as the
contract costs, since good comprehensive coverage of any sport adds
to its appeal with both audience and participants.

3. FACTUAL PROGRAMMES

Audiences are attracted to good story-telling, which is what much of
broadcasting isreally about. A well researched, directed and produced
documentary or any factually based programme can increase the size
of itsaudienceif it engages the viewer with human interest as opposed
to the issue-based storyline. People are interested in what happens to
other people. The health of the nation is better portrayed in terms of
theindividual patient, nurse or surgeon rather than the cold analysis of
satistics. Thisemphasison human interest has spawned araft of lifestyle
programmes in which ordinary people air their concerns about
inadequate consumer issues or crime programmes in which the police
appeal to the public for help in catching criminals illustrated by re-
enactments of the crimes. Factual storytelling needs to be projected in
asentertaining away asis possiblewithout undermining the underlying
seriousness of the subject. This is where the craft of the programme
director is all-important.

Investigative documentaries offer the greatest production challenge.
They require time to research and are therefore more expensive than
other factual programmes. They also give senior managers the biggest
legal problems when the subject matter involves corruption or libel.
When successful, however, they also convey prestige on the company.

4. CHILDREN’ S PROGRAMMES

Children are the adult audience of the future and require innovative
progranmes aswell asthewell-known diet of cartoons. Different age-
groups have to be catered for, presenters chosen for their ability to
communicate with ayounger generation without talking down to them.
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Programmeformats are required to make children think aswell asrelax.
Keeping the attention of young children is a difficult challenge, and it
isinthisprogramme areathat informative material needsto be expressed
in an entertaining manner. Quiz shows based on competing schools
while answering questions on general knowledge or programmes
involving animals or the environment are part of the staple diet of a
schedule involving educational subject matter in discreet or tangential

way’s.

5. LIGHT ENTERTAINMENT

Making people laugh is one of the most difficult acts in broadcasting.
What is amusing to one person is often not amusing to the next. Itis
relatively easy to produce quiz shows, much moredifficult isasuccessful
situation comedy which requires both good scripts and great comedy
acting. Here again the building of ateam of scriptwritersiskey to the
whole process. A stand-up comic needs a lot of material which
broadcasting burns up very fast. A reluctance to use other people’'s
material shortens a comic’s shelf-life. The managerial challenge
involves finding talent in the theatres, night-clubs and conducting
auditionsin universitiesand colleges of music and dramain the endless
search for new talent.

Manageria challengesdo not end there. Tapping the source of anation’s
most creative peopleisdifficult. It isone of the greatest concernsin the
devel oping world more used to traditional forms of music or dance but
now faced with the different interests of a younger generation. Self-
discipline or inter-personal skillsdo not come easily to creative people.
The normal rules of behaviour may not apply. The creative instinct is
difficult to find and easily smothered but the broadcasting industry
depends on entertainers — singers, dancers, comedians, characters and
even eccentrics - to please an audience which wants to relax after a
hard day’s work, to switch off and not have to think about the serious
concerns of everyday life.
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6. NATION-BUILDING

This is a programme category unique to the developing world. In
addition to formal educational programmes, many State broadcasters
offer seriesdesigned to improve agricultural working methods, address
health issues or women'’s programmes in countries where they have
been educationally disadvantaged.

7. MINORITIES

Minority programmes are an important feature of nations with
substantial ethnic minorities, whether linguistic or racial. Failure to
cater for them can lead to social and political tensions. Radio can handle
anation’smultilingual needs better than therelatively restricted number
of TV outlets but senior managers need to give due consideration to the
racial aswell aslinguistic mix.

This can be achieved by producing ethnic programmes and sub-titling
them in the majority language so that nobody should feel excluded.
However, each race and language has its own distinctive cultural
characteristics which can only be fully recognised by that racial group
or in that particular language. In an age of digital TV and channel
expansion, minorities everywhere see broadcasting as a cultural right
and this requires sensitivity as well as relevant broadcast licences on
offer by national regulatorsaswell as programmetime from public and
state broadcasters.

8. INDEPENDENT PRODUCTIONS

Whatever the form of the broadcasting, it is the duty of senior
management to allocate as much money as possible to programmes,
keeping aslittle as possible for administration and ‘ non-core’ activities.
This ‘outsourcing’ of al non-core activities has gone one major step
further in some countries through privatising the productions
themselves.
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One UK ingtitution — Channel 4 UK —is the ultimate minimalist role
model. It commissions all programmes — even the news — from
independent production studios. It makes broadcastersthink twice about
the expensive array of in-house services spent by the vast majority of
broadcasting institutions which have inherited so much expensive and
wasteful baggage from the past. Commissioning editors pay
independent producersfor the entire schedul e asrequired without having
to worry about in-house managerial concerns such as large production
teams or studio availability or overheads in general. If those
commissionersare not satisfied with the programme quality asdelivered,
they can buy the next series from adifferent ‘indie’ production house.
The competition for commissions ensures that quality without waste
becomes the norm.

This change to lower staffing levels results from both financial
constraints and the increased productivity resulting from new
technology. It involves management change which many Governments,
companies and individual managersfind difficult to confront. Nobody
likes the process of retrenchment or redundancy. But state and public
broadcast managers all over the world have to face reality. Often this
involves inheriting too many studios, old-fashioned technology, too
many staff, all badly paid compared with newer commercial stations.
The best staff often move to the commercia stations which also have
the latest technology and are able to focus on the core objectives of the
organisation without distractions.

Senior managers retaining an in-house staff responsible for a
departmental output either inherit or haveto build production teams -
researchersfor documentariesor current affairs, script editorsfor drama,
producer/organi serswho can coordinate the activities of the production
team, directors suited to fast-moving outside broadcast sporting events
or slower-moving studio drama. Thelistisalong one. The debate
over whether in-house production teams are better or worse than
independent producers will continue for years, probably because so
much depends on where different institutions find themselves placed
at any pointintime. If aparticular existing in-house department delivers
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good audiences with high production values with an experienced staff
well respected in the industry, there is a case for no change. On the
other hand if a production team has passed its ‘sell-by’ date and
management finds difficulty in getting the necessary results, it would
be an advantage to outsource the whole department if the management
will exists and the labour laws permit. It is also possible to offer
‘sweetheart’ deals, promising selected staff one or two years of
guaranteed freelance work before challenging them to survive in the
open market.

9. CO-PRODUCTIONS

Considerable interest is now being generated in co-productions. If a
programmeideais good enough to be of interest to other countries, the
costs of the project can be shared in a partnership before the programme
is made. The co-production may involved shared funding or the
provision of technical and human resources instead of cash costs. A
very expensive production on, for example, the animal world, whichis
of interest to many countries, often involves several partners.
International media conferences often organise workshops to discuss
different proposals.

10. THE RADIO AUDIENCE

An audience expects to see and hear its favourite programmes at a
regular time each week. Thisis particularly true of radio, where the
audience switches on expecting to find the early morning news
programme without having to refer to any printed schedulein the press.
In fact al radio stations which are not music-based tend to have the
same ‘ skeleton’ schedule based on three different peak periods viz:

 early morning listening for those preparing for work
» alesser peak to coincide with the lunchtime break
» athird early evening audience on the way home from work
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Car radio audiences are very high during the rush hours. Talk radio
channelstend to concentrate their newsand current affairs programmes
during these hours, supplemented by news on the hour every hour of
the day for one or two minutes. A range of general programmes are
then scheduled in between those peaks, more and more of which are
devoted to ways of encouraging audience participation such as cheap
and cheerful phone-ins or more expensive outside broadcasts. This
allows, for example, housewives and theretired to share their concerns
about food prices, heath and education matters, many of which are
anchored by presenters helped by relevant experts in the studio. An
increasing number of phone-insdiscusstopicsarising from newsitems.

Commercial radio is even simpler since many stick to a narrow music
format during peak hourswith news on the hour every hour andit would
not be unusual to find amodern 35-man radio station in some countries
with 10journalists, 10 presenterswith daily 3-hour shows, 10 advertising
and marketing staff and 5 others, including the managing director,
secretary, a cleaner, adriver and only one maintenance man.

Commercial radio companies have demonstrated how wasteful state
broadcasters can be through the development of ‘self-op’ production
methods whereby the presenter isin full control of his/her own tapes,
discsand aboveall, sound levels, without any need for studio managers.
Thisis certainly the way forward for all music-based channels, less so
for talk radio wherethereisarequirement for more recorded and edited
material. Radio is so much cheaper than TV and can offer avariety of
channelsto satisfy the differing tastesof music-lovers. The other growth
area in the developing world in recent yearsis local and community
radio.

11.LOCAL BROADCASTING

There is now a phenomenal expansion in regional and local TV and
local and community radio. For too long in too many countries only
the capital and some of the largest cities had any studios at all. That
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situation is changing as senior managers everywhere are beginning to
realisetheimportance of getting closer to theaudience. Inthe provinces,
managers can develop arelationship with listenersand viewerswishing
to participate in their community stations. Here thereisless political
interference. Audienceswant to know what is happening on their own
doorstep. Theweakness of the satellite broadcastersisthat they cannot
compete in the local markets. National TV stations can capitalise on
this weakness by offering local or regional stations ‘opt-outs' at set
times in the schedule, allowing local management responsibility and
control of the output.

Community radio is even more successful as a very cheap resource,
usually utilising volunteer unpaid staff.

It differsenormously depending on the target audience and the priorities
in the everyday lives of the audience — the weather, the crops, the
availability of water — and more and more countries are waking up to
ways in which the people can develop know-how and self-help in a
particular mediawhich helps social and economic development.

COMPLIANCE

Asbroadcasting standardsimprove and audience participation increases,
greater interest is being shown in ethical aspects of programme
scheduling. Eachindividual society hasitsown unique cultural attitudes
to what can or should not be shown on TV. A growing number of
national regulators demand compliance with set rules and regulations.
In other countries self-regulation is expected on a variety of issues
including:

* the protection of children from potentially harmful images

» product placement i.e. advertising within programmes

* taste and decency i.e. the portrayal of sex, violence and the use of
bad language

 theprivacy of the individual and the use of secret cameras

30



PROTECTION OF CHILDREN

Thisisaprofessiona concern for programme schedulers who have to
be aware not only of the content of purchased products but also the
placing of their own commissions in an increasingly complex world.
Broadcastersin the UK have used apolicy of a*“watershed” for many
years whereby programmes deemed unsuitable for children should not
be scheduled before 9 p.m. While some countries are stricter than this
by virtue of religioustraditions, othershave norulesat all and are only
beginning to realise that regul ations and guidelines need to supplement
the law of theland. It ismuch easier to change regul ationsthan the law
as societal values change. With pornographic images increasingly
available on satellite, cable and pay channels, a distinction has to be
made between the role of the parent and that of the broadcaster. The
Watershed concept is based on the principle that the responsibility for
children’s viewing switches from the broadcaster to the parents at a
particular time of night. It isarough and ready instrument but better
than nothing in a secular society.

PRODUCT PLACEMENT

Advertiserspay for promoting their productsin the media, aconvention
whichisthe major support for theindustry. However thereisagrowth
inthe number of companies offering samplesto producersin an attempt
to get free advertising. Labelled commercial products placed
strategically on studio sets can attract the unwitting cameraman looking
for an opening shot to asequence. Worseisthe knowledgeabl e director
who deliberately usesthe product for individual personal gain. Itisan
unfair practice which requires monitoring by the regulating bodies.

TASTE AND DECENCY

The portrayal of sex and violence aswell asthe use of bad languagein
the media varies according to the cultural norms of different societies.
Islamic countries are particularly strict on such matters, but thisis not
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soinothers. Furthermore, many individual culturesevolvein different
ways. Bad language which was unacceptable in socia intercourse a
decade ago may be acceptabletoday, partially asaresult of theinfluence
of the media. Imported films from Hollywood can be considered too
liberal inthe portrayal of sex evenon TV inthe USA where puritanical
sentiments have been on the rise in recent years. The acceptability of
violence varies enormously even between neighbouring countries.
Causing offence to parts of the audience, particularly the older
generation and those with strong religious beliefs, can be divisive
socially and requires judgment in balancing freedom of artistic
expression against cultural norms.

PRIVACY OF THE INDIVIDUAL

Thisis also a difficult area for managers faced with complaints from
individuals protesting about theinvasion of their privacy. Yetinaworld
where celebrity status is defined by the media, it becomes difficult to
judge the celebrity’s complaint of such attention. Prominent peoplein
public office must expect the audience to take an interest in them as
human beingsaswell aspoaliticians. Whether that interest should extend
to the exposure of one's private life is dependent on cultural attitudes
and regulators. Footballing or film celebrities can cause even greater
headaches since they seek attention but only as long asiit is positive.
Many are unableto take theintrusion of cameraswhen they |ose control
of the situation.

Similarly with the use of secret cameras. Modern technology makesit
easi er to record peoplewithout their permission. Normally anindividual
should expect the right of refusal to take part in an interview but there
are circumstances in which it is in the public interest to record such
peoplewithout their knowledge e.g. lawbreakers boasting of their illegal
gains. Secret recordings can be used too often and senior managers
have the responsibility of controlling their use by defining the public
interest on every occasion.
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THE PUBLIC INTEREST

Citizensin ademocracy should have the right to freedom of speech on
the airwaves, subject to the laws of the land and restrictions relating to
the public interest. Senior broadcasters are the guardians of the public
interest which has to be judged on a case by case basis. Programmes
causing grave offence to major religious groups are an example. As
the Danish cartoons furore of 2006 demonstrated, such offence may go
well beyond the audience reach of theindividual journalist. Thisissue
wasaclear illustration of thefar reaching consequences of insensitivity
on amatter of global interest. Judging where the boundaries of public
interest lieisaparticularly difficult responsibility for senior managers.
Freedom has to be tempered by responsibility.

Many of these subjects belong to the most sensitive of al managerial
areas —the News.
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CHAPTER V - MANAGING THE
NEWS

News editors and their managers have the most difficult job in
broadcasting. News is a 24/7 activity in which even the most
sophisticated journalists and newsrooms are subjected to continuous
pressure to change their news content, almost always for the worse.

The argument for an independent and pluralistic news mediaanywhere
in the world is aligned to the concept of democracy itself. It is often
believed that a country becomes democratic once it offersits people a
free vote. But many elections have led to the emergence of autocratic
regimes as the victor abuses power while suppressing freedom of
information and news management.

Democracy in any depth requires monitoring the performance of
politicians as they succeed, falter or fail. The independence of the
newsrooms is the only guarantee that the audience, which is aso the
electorate, is informed of the progress (or lack of progress) of the
Government of the day. Only through impartial news can a channel
attain credibility with the audience.

EDITORIAL PRINCIPLES

Editorial principles are embedded in the two words - fairness and
accuracy. Fairness to all relevant political parties is essentia if the
electorate is to be given a spectrum of views and not merely those of
the Government. Fairnessin interviewing is more complex. A hostile
interview with one politician should be balanced by the same degree of
hostility to the other parties although this balance can be achieved over
a defined period of time but not necessarily in the same programme.
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Accuracy in story-telling requires more than relaying a Government or
commercia pressrelease. Checking the facts and asking oneself how
much is being withheld by Government Information and PR officiasis
an absolute necessity. It isall part of a cat-and-mouse game between
journalists and public relations people who are paid to put a gloss on
the activities of their employers. The old saying “opinions are free but
factsaresacred” still holds, whichiswhy al news programmes should
be concerned with factswhilethe moredifficult craft of analysisshould
be delegated to the more experienced political correspondents. There
isafineline between analysis and comment which should beleft to the
commercia newspaper industry. The power of the limited number of
broadcast channels is too great to allow for comment in democratic
newsrooms, unless balanced by avariety of representative opinions.

THE ETHICS OF JOURNALISM

All broadcasters need guidance and they should be available to all
journalists in written form as a code of ethics. The largest and most
successful public broadcasters publish guidelinesfor their own editorial
teams. All published codes have in common guidance on:

 editoria rules during election periods

* requirements on accuracy, fairness and impartiality
» portrayal of violence

» conflict of interest

 conducting interviews

* crimereporting

* secret cameras

» privacy of theindividual

Guidelines can be changed very much more quickly than law. This
flexibility allows for a change in the rules with the evolution of each
and every individual society. What must not change are the editorial
principles which underpin the work of every independent newsroomin
every truly democratic country.
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Those editorial principles are well laid out in “the CBA Editorial
Guidelines’ edited by Mary Rainefor the Commonweal th Broadcasting
Association (2004). See aso compliance and broadcasting ethics in
Chapter 1V- Managing Programmes

Senior executives can expect pressuresto comein different forms, and
need to liaise closely with the news managers as they confront the
following concerns.

1. COMPETITION

Asthe digital revolution brings a multiplication of news programmes,
the competition for audiences intensifies, and this in turn impacts on
the size of the advertising revenuein the vast majority of the developing
world’s broadcasters who depend on it. Radio news on the hour every
hour of the day is becoming common currency aslisteners expect to be
kept up to date with daily events on both aglobal and local scale. 24
hour TV News channels will also be the norm in the future.

Nevertheless, competition has created better news services in amost
every country where the state broadcasting mono[ poly has been broken.
The scale of the improvement varies from country to country. On the
other hand, where too many licences are handed out and there is too
much competition for the limited advertising income, the quality of the
services decline.

2. MULTI-SKILLING

Thereis pressure on journalists to be multi-skilled, oftenin abi-media
newsroom. Videojournalismisbeing taught in countrieswhere reporters
are now being expected to record and edit their own interviews without
help from a technical person. For the sake of maintaining visual
standards, however, many believe there should still be room for one
technician on location to handle camera and sound while the reporter
concentrates on the story-line, particularly where bi-media work is
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required. Bi-media reporting should be encouraged as part of an
integrated newsroom where organisations have few experienced
journalistsin order to eradicate all the attendant waste and duplication
of separate radio and TV newsrooms.

In the long run, however, it isinevitable that one man video reporting
will be embraced everywhere as part of the rationalisation process now
in full swing in the most modern newsrooms. In the end the financial
pressures to contain costs and increase productivity will force
managements to cut out technical craft jobs.

3. WEB JOURNALISM

It would be logical to follow up the newsroom mergers with the
devel opment of newsontheweb. Large organisations havethe capacity
to retrain some personnel to work only on their websites but smaller
newsrooms now expect journalists to work on web stories as soon as
they havefiled their TV or radioitems. In both cases, such an expansion
of the newer medium involves a demand for increased productivity
from existing staff rather than an increase in staffing numbers. No
senior managers can ignore the growth of web newsviewers. They are
of a younger, weadthier generation who are well-educated and have
every expectation of looking for their news on a range of converging
technology, including mobile phones, already well-established in the
richer nations.

4. CREDIBILITY

In the developing world, the most difficult pressures to contend with
are those from Governments, political parties, local authorities and
commerce. Unfortunately, in too many countries, the broadcaster’s
pay isso low that the temptation to take money for carrying aparticular
story istoo great to refuse. Thisunderminesthe credibility not merely
of the news programmes but the channel asawhole. The reputation of
anews programme can take yearsto build and yet come crashing down
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given just afew critical mistakes. The audience will eventually find
the newsit finds credible by switching channels or even through word
of mouth. Too many State broadcasters and the Governments which
control them often assume the audience continues to believe biased
news bulletins and then wonder why it switches to the competition as
soon as the broadcasting monopoly is broken.

The emergence of commercial companies on the other hand can either
bring elements of independent news into a country or follow the bad
example of the state broadcaster for fear of losing the licence. No
newsroom in theworld isfree from such pressures. Senior Managers
have no option but to confront the problem as best they can but news
editors can only do so when they have the backing not only of top
executives but also of the Board of Governors.

5. SELF-CENSORSHIP

The biggest threat of al in today’s evolving environment is that of the
growth of self-censorship. It is possible to view a technicaly well-
made news programme without realising what the news managers have
decided not to publish. High production values can disguise low
editorial principles. Measuring up to this problem requires courage on
the part of the journalist and editor when publishing well-researched
stories in areas such as corruption.

Moving back the self-imposed boundaries can be achieved one step at
atime, sincethereislittle point in being so radical that the company is
closed down or the individual loses hig’her job. Yet it isonly through
challenging authority that the necessary progress in democratic
journalism can be made. The history of journalismis steeped in stories
of brave broadcasterswho have broken the mould publishing their stories
and then refusing to disclose the sources of their information.
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6. CENTRALISATION

There tendsto be a concentration of journalistsin the capital citiesand
not enough stories from the regions and localities. Managers should
remember that ‘news is where the reporter is' and ensure a fair
distribution of journalism from all the larger areas of population while
keeping a close eye on the more sparse rural areas. It isinevitable that
most journalists prefer to be in the political centres of their country but
life outside the capital is often morereal, particularly when it comesto
the genuine human story.

7. COMPUTER DEPENDENCE

There are several other dangersfacing even modern newsrooms. New
technology can createjournalistic inertia. People become so dependent
on information gleaned from their computers they forget that it will
only reproduce that which isfed into it. Thisisfine for globa news
material, but national and local programmes must depend on the old
fashioned technology of the telephone for new stories, research, and
above all for checking the facts.

8. REACTIVE JOURNALISM

Journalists should be proactive and not merely reactive. Too many news
programmes concentrate on repeeting thelatest government pressrelease.
A long address from the Health Minister should signal the possibility of
the need to check the Government’s facts. Are the hospitals as good as
the ruling party clams? What do the patientsthink? In countrieswhere
the broadcaster hasto carry the politician’s speech, it is often possible to
check thefactsvisualy by sending acamerainto the hospital. Thisshould
replace the boring nature of so many news programmes with the camera
showing the traditional array of grey-suited men sitting around the
conference table—“moving wallpaper”. 1n such situations little attempt
is made to research the background or give the coverage with visua
material or set up interviews with independent experts.
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9. INTERVIEWS

Modern news programmes are based on a combination of the ‘written
for speaking’ script and searching interviews. There should be no place
for allowing officialdom to have its say without challenging questions
on behdf of theaudience. Journdists' fear of politiciansistill widespread
but in countrieswhich call themselves democratic, development can only
be achieved by challenging authority on behalf of the audience.

10. SPECIALIST CORRESPONDENTS

Managers should develop specialist skills in the newsroom wherever
possible. Selected journalists should be assigned to a single portfolio
in politics, business, education, health or other specialist subjects in
order that the background of each sector is known to the newsroom in
anticipation of arelevant story breaking without warning. Newsrooms
should have enough knowledge for the expansion of the bigger story
into a special investigation.

11. SPINNING THE STORY

Some state broadcasters expect to promote the propaganda of their
political masters. More problematic for journalists in commercial
stations and the public broadcasting sector is the development of the
new black art of the spin-doctor. This is where the democratic
politician’s agent or aide offers the “off the record” interview to
journalists who are led to believe they have an exclusive story. Itisa
subtle and devious attempt to promote a particular political agendain
disguise which pre-empts the traditional and more transparent news
conference, briefing or formal parliamentary pronouncement.

12. SOUND-BITES

The widely-practised method of transmitting ten seconds of *sound-
bites as signalled by the speaker can at times alow control to the
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politician who understandsthe power of the oft-repeated short message.
At other times the sound-bite can be taken out of context from the
body of the speech or interview. In the hands of an inexperienced
journalist this often leads to an oversimplification of acomplex issue.

13. TRAINING

Considerably more training of journalists takes place than any other
sector of the broadcasting industry but it is still not enough to cope
with the expansion in the number of broadcasters all over the world or
the turnover of staff. Even experienced journalists require refresher
courses to cope with new developmentsin technology. Unfortunately,
few organisations have atraining budget, a situation which undermines
the potential for professionalism. Themany skillswhich requiretraining
are best summed up in the Thomson Foundation’s journalism courses
led by Controller of Broadcasting lan Masters viz:

* News gathering, selection, research, and writing

» Working with microphones and cameras.Interview and presentation
techniques

 Structuring items and programmes

* Video and sound tape editing

» Theroles of the producer, the editor and the reporter

e Team management.

* Issues of morality, conscience, law and responsibility facing the
broadcaster

All the above points should be the general concerns of senior
management while news managers are expected to act on them.

PART II - THE PERSPECTIVE OF THE NEWS MANAGER

Russell Lyne, currently a consultant for the Thomson Foundation, has
managed Radio newsrooms for the BBC and a TV newsroom for HTV,
part of the UK’s commercial TV Network. He has many years
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experience of restructuring newsrooms and training journalistsall over
the developing world. He offers this insider’s view of managing a
NEwWsroom.

. NEWS WITHIN A TV STATION

News is the station’s flagship programme. It is the shop window, the
one output on which your audience will judge your whole station. Itis
the one programme that happens every day at the same time, and once
it has become established, viewers will set their watches by it and run
their livesaround it. Every day your reportersand presenterswill bein
the homes of your viewers, providing them with news, opinion and
information. If you get the news right, the station as a whole stands an
excellent chance of being successful. Your presenters will become
familiar faces and your audience will expect your output to the factual,
accurate and opinion forming.

.  MANAGEMENT WITHIN THE NEWSROOM

The newsroom manager hasto be the ultimate media professional —he/
she has to satisfy the needs of the station while creating a working
environment for hig/her teamto maintain the highest standard of output
That kind of balance callsfor a high level of people skills; the successful
news manager has to relate to his’her superiors and the operational
teamwithin the newsroom—a difficult path to walk. To run a successful
news oper ation, the support, back up and infrastructure must be correct
and in place, but the day-to-day operational climate generated by the
news manager is THE vital ingredient for long-term success of any
information distribution system.

. AIMS AND OBJECTIVES

The aim of every newsroom is to get the bulletins to air at the right
time, for the right duration, and end them on time. But their content
must be of high quality — TV news audiences can beruthlessin switching
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between channels, and the latest audience research shows they will
only watch The Best. That means, new true and interesting content,
attractively presented in an under standableway. Every newsroom needs
its short, medium and long-term aims firmly established. In the daily
rush to get to air, it is sometimes easy to fall into the trap of short-term
thinking. Aims need to be set for the next 12 months, two years, five
years and 10 years, as well as the urgent immediate requirements of
tomorrow. Medium or long-term thinking could include an increase in
the number of extra regional bases, or the creation of more specialist
correspondents. As well as keeping the newsroom on course
strategically, this kind of forward planning will help with the financial
progress of the department.

IV. STYLE AND POLICY

Decide what kind of news programmes you are going to produce. You
should be compiling a broad mix of news events, news happenings,
information and balanced opinion, making sure that the so-called
negative bad news is balanced by the more positive good news. Know
your audience — know what they expect from you. Make sure that the
whole of the newsroom understands the style and philosophy of the
bulletins. Once you have decided on the correct formula, stick to it, do
not change the programme and its style simply for the sake of change.
News is very habit-forming, and once the audience become hooked,
they will not want to change, and if thereisto be change they will want
to be consulted.

One method of retaining their interest is to make items more relevant
audiences by humanising them. I ssues such aseconomics, culture, health
and politics are clearly important to any society, but the affect that
thoseissues have on ordinary people, are of particular importance and
relevance to those people. As citizens of the world, the audience are
obviously concerned by significant events such as catastrophes or
disasters, but it isthe stories which affect themand their everyday lives
that have the greatest impact on them as viewers.
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V. WHERE WILL NEWS FIT WITHIN THE STATION
SCHEDULE?

The news programme is part of a carefully thought-out schedule of
programming which hopefully will inform and entertain the audience.
You are providing the information section of the schedule, so do not
thinkin“ newsisolation” your programme hasto follow the same style
as the remainder of the whole output. Know your audience and
remember that the most effective time for your news depends on your
audience and their working and living habits. When do they want to
watch the news? Before or after their evening meal? Early evening?
Or later inthe evening. Television isa highly competitive business, and
aswell asproviding a servicefor the audience, you are hopefully raising
your ratings. Scheduling your news between two popular soaps will
substantially raise ratings.

VI. HOW MANY BULLETINS WILL YOU AIR?

To a large degree, this depends on the amount of finance, people and
resources available to the newsroom. Hourly bulletins of 3 minutes
each throughout the day plus at least one 30-minute round-up news
programme early evening, will offer viewers an effective news service.
But before you expand on that output, concentrate on the quality of the
existing programmes, making sure that content is well produced and
they are geographically sound - the whole country including remote or
rural areasis covered, not just the big cities. News is everywhere and
not just where your reporters happen to be based.

Vil. FINANCIAL PLANNING

Get the newsroom budget right from the very beginning. Everything
must be costed, from the head of news salary down to the messenger
who runs tapes and does odd jobs around the newsroom. Plan for the
expected and the unexpected news devel opments- build into the budget
additional monies for major accidents, disasters, snap elections etc,
and allow for 12 unexpected events a year. Make sure that the budget
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you seek and eventually achieveisrealistic, certainly not too generous,
but not so limited that it restricts effective and efficient news coverage.
It is vitally important that those who will administer the budget — the
senior producers — are made aware by the Head of News of the daily
cost of their activities.

Vill. TEAMWORK WITHIN THE NEWSROOM

A large degree of responsibility rests on the shoulders of the news
operation because of its cor porateimportance within the stations, soitis
essential that the teamwork ethic is developed and firmly established
within the news department. Try and break down traditional barriers
between technical and creative staff, and make sure that EVERYONE
becomes a programme-maker, not just a journalist, cameraman, video
editor or sound technician. Avoid an“ usand them” situation at all costs.
Encourage personnel to work together to build The Newsroom, the
station’s editorial centre of excellence. News managers should preach
the philosophy that we are all working together towards one end project
— the perfect editorial output. Television is a team game — one man or
women cannot achieve perfection, but a balanced team can.

IX. PEOPLE

Make sure the newsroom has the right balance of people. Youthful
enthusiasm and experience must be blended together to achieve a
successful result. Employers must not fall into the trap of employing
ALL young people because they are cheap and can be easily “ disposed
of” — remember in a television newsroom there is no substitute for
experience. Newsrooms do not also need to be filled by “ beautiful
people” —the necessary requirement isfor journalists who know what
they are doing, so that they can help to channel the energy and
enthusiasm of younger member s of staff. In front of camera staff should
havethe“ believability factor” - our audience must believe what we are
reporting to them. Good strong voices and an on-screen presence are
necessary regquirements, good looks are an added bonus.

45



X. ACCURACY

As mentioned earlier, credibility is vitally important to every news
organisation. The news service will be judged on its accuracy and its
ability to get it right, not just once or occasionally, but every single
time. Once it is logt, there is no getting it back. The words “ check,
double-check and then treble-check” should be written large in every
television newsroom and the maxim “ if in doubt, leave it out” should
become the watchwords of every broadcast journalist. Viewers are
becoming ever more sophisticated and discerning, and once we have
been proved to have got it wrong, they will not believe us again.

XI. THE NEWSROOM STRUCTURE

A very clear structure needs to be introduced to provide an effective
information distribution systemfor the audience— one which maximises
people, finance and resources.

A Head of News will be the senior manager responsible for the daily
output of the news department and he/she will establish an operational
structure which everyone within the news department fully under stands.
Thiswill betherulebook, which governsthe daily operational activities
of the department

The Head of News, in consultation with senior executives of the station
will decide on the policy and styl e of the news oper ation and the number
and duration of news bulletins. The newsroom’'s daily activitieswill be
built around a dual intake and output system, which will be run by two
senior producers responsible to the Head of News.

a) The Intake Desk: This desk is tasked with gathering all the
information, which arrivesin the newsroom. Itsresponsibilitiesare:

e To deal with e-mails

» Todeal with invitesto events

e Todeal with letters

» To deal with phone calls from viewers
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» To deal with texts/faxes

» To liaise with official sources

» To monitor radio and TV competitors
» To monitor newspapers

» To monitor wire services and internet
» Toforward plan future news items

The desk — which can be one journalist or 20 depending on the size of
the TV station—compilesa daily list of eventsand highlights developing
stories and presents them to the output department at the first of two
daily editorial conferences. Intake desk staff can also assist in research
work for individual news items, and can also take charge of crewing
and transport arrangements. Their responsibility is to gather
information and generally support the output desk, but they play no
part in selecting news stories which will be covered and subsequently
appear in news bulletin — those decisions are made by output desk
producers or editors.

b) The Output Desk: This desk is tasked with distributing the
information through a series of news bulletins and programmes. Its
responsibilities are:

» To select appropriate news items for coverage
» Toassign reporters and crews to specific tasks
» To decide how individual itemswill be covered
» To decide how much timeis given to each story
» To compile news bulletins

» To make appropriate news judgements

» To check and re-check accuracy of items

» To plan future coverage of items

» To deal with complaints from viewers

The output desk can be 3 journalists or 30 depending on the size of the
TV station. They will receive all the information gathered by the intake
operation and make decisions on which events will be covered and
which reporters will be used for specific item coverage. They will
arrange interviews, shooting and prepare scripts for use on air.
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The intake/output senior producer s meet the Head of News twice a day
—at 7.30am and 3.30pm-— to share infor mation and take decisions, and
all journalists working in the newsroom should be encouraged to
contribute ideas for news items for immediate or future coverage.

The intake/output system is used universally by TV stations and 24-
news channels throughout Western Europe and the United Sates and
isa highly effective method of utilising newsroom staff to maximise the
information distribution system.

¢) Thedailytimetable: Each day needsto follow a set pattern of activity
depending on the number and duration of news bulletins. But
assuming the normal pattern of hourly bulletins and one 30-minute
round-up programme, the following system should apply.

07.30 — first editorial conference of the day to select news items

07.50 — reporters are briefed in detail on story content and duration
requirement

08.00 — first 3-minute news bulletin of the day

08.30 — reporter are given shooting schedules and editing times

08.40 — reporters leave for assignments

09.00 — second 3-minute bulletin of the day

09.00 — productionjournalists prepare scriptsand picturesfor bulletins

10.00 — updated 3-minute bulletin

10.30 — production journalists update scripts

11.00 — updated 3-minute bulletin

11.30 — production journalists update scripts and pictures

12.00 — update 3-minute bulletin

12.30 — first crew arrive back and begin editing

12.30 — production journalists use their material to update bulletin

13.00 — updated 3-minute bulletin

13.30 — second crew arrive back and begin editing

13.30 — production journalists use their material to update bulletin

14.00 — updated 3-minute bulletin

14.30 — Output producer writesrunning order for round-up programme

14.30 — third crew arrive back and begin editing
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15.00 — fourth crew arrive back and begin editing

15.30 — second editorial conference of the day to plan tomorrow shoots
16.00 — fifth crew begin editing

17.30 — all editing completed

18.00 — production journalists complete scripts

18.30 — output producer views material

19.00 — 30-minute round-up programme aired

19.35 — “inquest” on day’s output

22.00 — final 3-minute bulletin of day re-cut from round-up programme

d) The Command system: The structure needsa command and internal
disciplinary system, which again everyone fully understands.
Individual journalists can take decisions about the content of their
items, but if in any doubt they should refer decisions upwards to
their senior producers. Likewise senior producers should refer
upwardsto their Head of Newsif they are uncertain about any aspect
of a news item.

On important matters of editorial policy, which may affect the station
as a whole, the Head of News, should refer upwards to the station’s
board of governors or board of directorsto a final decision.

The news department should be a highly disciplined working
environment with no room for unprofessional behaviour. The Head of
News and hig/her two senior producer s are responsiblefor maintaining
a high standard of behaviour on adaily basis, but in the highly charged
atmosphere of a pressurised newsroom, inappropriate behaviour will
happen occasionally.

Most internal disputesrevolve around per sonalities— many newsrooms
contain large egos — and these are best deal with informally in
conver sations outside the powder keg that most newsrooms tend to be.
One-to-one discussions between the Head of News and the journalist
will normally clear the air, though not always.
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Asaback-up measure, a strong disciplinary structure should bein place
to deal with any miscreants — in Western Europe journalists behaving
badly or inappropriately receive three official warnings, and then face
dismissal. But those responsible should always try and take the sting
out of difficult situations and live up to their titles—they are managers
and should manage.

e) External communications. every newsroom needs to build strong
relationships with outside organisations it deals with on a very
regular basis. Contacts with government, local administrations,
emergency services, militia and those in authority all need to be
developed and made available to everyone through a database —
compiled by the Intake Desk - which includes basi ¢ information such
as e-mail addresses, mobile numbers, home numbers.

Reporters also need to be encouraged to develop their own unofficial
contacts who perhaps are confined to them, and whose details are not
readily available to others. These unofficial sources can be vitally
important in verifying the accuracy of facts which those in authority
may seek to blur.

Asmentioned early in this chapter, reporters should al so be encouraged
to leave their computer terminals and go and find news. News is all
around us, but wewill not find it by continuously trawling the Inter net.
Thenetisan amazing tool to assist our research, but thereisno substitute
for meeting and talking to people—that iswherethereal newsreallyis.

f) Internal communications. Media professionals like to think that
they are the best communicators in the world. Sometimes they are,
but not always. Sometimes we can be so busy that wejust fail to talk
to each other. Poor communication and lack of “ knowing what the
other person is doing” has led to major problems in newsrooms
throughout the world.

Daily operationswill be governed by thetwice-daily editorial meetings,
which can also be attended by reporters who are on shift at the time
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they are happening. These meetings should take no longer than 20
minutes and should be used for their intended purpose — they are
information and decision-taking gatherings.

They should not be used by anyoneto air criticismor for other purposes
which do not invol ve the process of producing a high quality daily output.
These issues should be dealt with at regular staff meetings which are
important to keep newsroom personnel up-to-date on any changeswhich
may be under consideration.

Knowledge is power, and nothing irritates journalists more than
discovering something is going to happen, the day or the week beforeit
does happen. Keeping staff fully informed, will keep them satisfied —
even if they do not agree with what is being proposed.

A newsroom notice board is al so important — though managers need to
be prepared for it to be defaced by journalistic wits. However ironic
humour and creative comment on the board can sometimes prove
important in raising morale and giving staff an opportunity to voice
criticism.

At the end of each day, there should be a brief newsroom meeting on
the success or otherwise of the day’s bulletins. Issues such as style,
content, presentation and audience satisfaction should be deal with at
these “ inquests’ which should last no longer than 15 minutes.

g) Performance: The news programmes, how they look, how they are
produced, must be continuously assessed. They will always need
changing, updating, improving or re-designing, but do not take knee-
jerk decisonsjust for the sake of it. Audienceswill not like change for
change's sake, and staff will feel uneasy about rapid decisions made
seemingly without much thought being given to it. The Head of News
should monitor the news programmes on a daily bass to make sure
they areimproving, and when he/shefedl sthat changeisnecessary, talk
with the gtaff, talk with the audience and decide whether they really do
need changing, or isit just hinvher getting tired of they way they look.
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h) Archive: It makes good sense to build and maintain an up-to-date
and effectivelibrary of pictures. Inan hourly bulletin system, archive
pictures can be vitally important — sometimes the only source of
picture material withinthe bulletins. Filing picturestakestime, effort
and money, but it is an invaluable investment that should be made
by every TV station news department. Aswell as being an important
resource for the news department, and archive systemisan accurate
reflection of the social history and activity of developments within
the country or region we are serving.

i) Complaints: Deal with complaints from viewers quickly, effectively
and professionally. If a mistake has been made, accept it, and put it
right. Do not try and “ forget” the complaint, or pretend it has never
been made. However efficient a newsroom is, it will occasionally
get thingswrong because its staff are human. Acknowledge this and
deal with it before the complainant decidesto take theissue further.
If a staff member needsto be disciplined, then disciplinethemquickly
and effectively and make sure the punishment fits the crime —
manager s should not over-react and over-punish the offender.

J) Mativation: Keeping morale high in a pressured atmosphere is a
difficult task for managers, and high moraleisimportant if the output
isto be of a consistently high standard. Regular group communication
plays an important part, as does unofficial individual conversation
to expose fears or weaknesses. But the core problems are normally
the same in newsrooms throughout the world. They are:

* money

* power

* status

e promotion
» fame

The Head of News must deal with these problems head-on. They cannot
be avoided, and newsrooms where manager stry and sweep themunder
the carpet, usually fail in achieving editorial success because of the
resulting low morale. Managers should get to know each member of
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their staff individually; get to know what motivates them, what they
want, and what they don’t want.

Theannual assessment system has proved successful in many countries.
Using the system, each member of the newsroom staff meets his senior
manager for an assessment of his/her performance during the previous
year and a general discussion about progress (or lack of it). Here, both
sides can raise positive or negative issues during frank consideration
of the person’s abilities.

Whilebeing ready to use disciplinary measureswhen they are necessary,
manager s should also be ready to reward outstanding contributions to
the news output, where bonuses (where possible) or even just the odd
encouraging word will help to raise morale.

It is worth investing time and effort into departmental and individual
motivation. A satisfied newsroom is a successful newsroom.
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CHAPTER VI - MANAGING
PEOPLE

The most important resource in the broadcasting industry is the
individual human being. It isaresource not sufficiently appreciatedin
even the richest and most technically advanced countries. Thereis a
good reason for this. Man-management requires inter-personal skills
inwhich managersat all levelsarerarely trained for thejob and usually
come from having succeeded in a different activity. For example,
journalists are promoted to news management because they are good
journalists and are expected to be good managers as well. This
expectation of the ability to absorb totally different skills is often
misplaced which can, and has, had serious negative repercussions on
the morale of many institutions.

Broadcasting success comes from good teamwork in which each
manager recognises that everybody is different and that the interaction
with each and every other individual in the team isalso different. The
qualities required of individual leaders and managers have been
described in Chapter |1 —“Leaders and Managers’. Broadcasting isa
team game in which the manager’s first and most important
responsibility is creating the team.

Selecting the team requires the ability to judge people’ s potential and it
is the appointment process which even the most successful managers
often admit to finding problematic. Yet making the wrong appointment
can lead to years of organisational weakness.

Severa broadcasting companies throughout the world are only now

coming to terms with the need for a Human Resources department,
particularly the State broadcasters which normally have salaries/wages
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paid directly from Government funds. Director-Generals in those
organisations often feel that they have little responsibility for the staff
since they have no power to change essential conditions of service.
But there is much more to consider than the pay cheque.

Many broadcasting organisationsin Asiasuffer from overstaffing. Too
many levelsof management. Too many staff to do any particular activity.
Thereisaneed for smaller but more productive teams of managersand
staff in order to cut costsaswell asimprove communicationsand morale
throughout the organisation.

Thereis now a growing recognition of the need to take greater care of
the workforce and an appreciation of the importance of people as a
primary pillar on which programme-making is based. Today, human
resource managersare expected to betechnically qualified in personnel
administration. Human resource staff exist to advise and support
managers at al levels on the employment regulations, the rights and
welfare of employees as well as the administrative support necessary
for all staff (alater section of this chapter iswritten by Jeff Dawes, an
experienced HR specialist). But they are not expected to be asubstitute
for management. The responsibility for each team member must rest
with the manager of the team.

The steps from birth to death as an employee in an organisation takes
the following path:

* recruitment

 training

* continuous assessment

e pay and grading

e promotion and reward

» discipline

* redundancy/retrenchment
 retirement, including medical retirement
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1. RECRUITMENT

Recruitment takes two very different forms— the selection of staff and
freelance employees. Staff members are usually appointed in open
competition either through internal and often external advertisements
on-air or in the press. Applicants should be provided with a detailed
job description and terms of employment. Formal interviews are
organised for the handful of candidates who are short-listed and
appointments boards of 3 or 4 people, including the successful
candidate’s future line manager, conduct the interview. Additional
intelligence tests such asverbal analysisare increasingly used to avoid
an over reliance on the simple interview. It isimportant that an equal
opportunities policy be in place to prevent bias against women and
minorities in appointments.

Freelance employees are paid for a particular project, sometimes by
the day or on short-term contracts varying from aday to ayear. Most
TV and Radio presenters are freelance, as are many writers, graphic
artistsand other creative people. A TV presenter may be found through
auditionsor by transfer from radio or from having served apprenticeship
on short broadcast items. If they win an audience they can survive for
decades. Equally they may lose their new status within months. It is
usual to reward freelancers for the insecurity of their situation and top
presenters can earn much more money than staff, who benefit from
security of tenure and pension rights. Freelancers are usually hired
directly by production managers, not by human resource units. The
newer breed of independent production companies are also
commissioned directly by the relevant editors on a project by project
basis.

Finding creative talent isthe most difficult of al areas (as discussed in
‘Managing Programmes— Chapter 1V). Itistheresponsibility of heads
of production and their individual producerstolook out for the writers,
actors, singers, presenters and giving them the opportunity through
auditions as well as scouring the relevant colleges, theatres or night-
clubs for the next media star.
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2. TRAINING

Following recruitment, the contract offered to a staff person normally
includes clausesreferring to a6-month probation period, followed by a
full staff position supplemented by pension rights. Thebiggest problem
at this stage is the lack of training provided for the new recruit, a
perennial weakness in most broadcasting organisations. The most one
can hope for is that new arrivals are allowed to observe the best
practitioners in their unit before absorbing bad habits from the start.
Training should, however, be regarded as essentia at every level of a
person’s progress throughout the career. Refresher courses are also
required to provide staff with thelatest developmentsin each area. This
is particularly important with the pace of change in new technol ogy.

The more sophisticated organisations have their own in-house training
departments, supplemented by freelance trainers where the in-house
staff do not have the necessary knowledge. Professional training and
consultancy agencies exist to help out broadcasters who have little or
no accessto in-housetraining and scholarshipsare on offer to journalists
and other broadcasters in the richer countries of the world.

Funding for training is more easily available for journalism than any
other branch of the industry because the impetus to teach democratic
journalism is much in demand and recognised by the international
funding agencies. Thisis dealt with in greater detail in Chapter V -
“Managing the News’. Inrecent years, management training has been
recogni sed as amajor weakness throughout theworld and has overtaken
technical training in funders’ priorities. Unfortunately, littletraining is
on offer to the general production units — the producers, directors,
researchers, scriptwriters or the myriad of other skills necessary for the
future of the industry. It isnow widely regarded as the responsibility
of the broadcasters themselves and too few accept that responsibility.
The lack of investment in training is a false economy. Increased
productivity and better quality programmes result directly from such a
move.
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3. CONTINUOUS ASSESSMENT

Following recruitment thereis a need for the continuous assessment of
each individual member of staff. It isasad truth that many broadcasters
do not even have apersonal fileto their name, and in an ever-changing
environment in which managers come and go, thereisnothing to advise
new managers on the worth of their team members. Continuous
assessment takes different forms. A well-worn method isonein which
each person has an annual report on the year’s progress—or lack of it —
and isthen interviewed by his superiors with aview to relevant praise
or criticism. A more modern method now being used is one in which
the manager sits down with his/her team collectively and then
individually, setting annual targetsfor both. Such methods can be useful
for people inexperienced in post, less so for people who have been
doing the same job for many years.

An example of setting targets for the individual journalist could be:

* producing 6 origina storiesin the year
* improving IT skills
* developing a knowledge of sport

The following year’s review would examine how well those targets
have been achieved and what new targets should be set. Working on
the basis of this continuous assessment makesit iseasier to analysethe
individual’s potential for promotion or reward. Some managements
also organise exit interviews for departing staff on the assumption that
the commentswill be morerevealing of thetrue state of the organisation.

4. SALARIES

Pay and salaries are naturally of vital interest to everybody. Inasmall
organisation, pay hasto be personally approved by the Board Chairman
or Chief Executive, in which case the main considerations are pay
relativities, inflation and the ability of the company to reward the
increases.
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Pay relativities involve the simple principle that each level of
responsibility should be rewarded differently, however small the
difference. Managers should normally expect to earn more than other
members of the unit as areward for taking responsibility for the team
and itsoutput. Top managers should expect the highest pay for taking
the responsibility for the success of the whole station. Skilled jobs
should earn more than unskilled. Freelance presenters are paid on a
more individualistic basis with market forces dictating elements of the
contracts for top presenters.

Difficulties occur when managers find they are being paid less than
oneof their team membersor where pay relativitiesare not synchronised.
This can happen when a star producer of 20 years standing earns more
than anew manager with only 10 years' experience of the organisation.
Such a problem can create a difficulty for senior management and
requires delicate handling and genuine discussion with an outcome
dependent on the exact circumstances of the situation. Large groupings
of particular categories of workers often have their pay negotiated by
trade unions and it should be the right of every individual to be
represented by the relevant craft or general union official.

In asmall company, pay can become a personal issue in which the top
manager gets challenged by those who fedl they are underpaid. In a
larger, more anonymous organisations, grading systems ease the
situation.

5. GRADING SYSTEMS

In alarge organisation, a different formal structure isrequired. A full
grading system isnecessary so that each category of worker isassigned
apay grade and each individual assigned aparticular point onthe grade.

If agrade has five pay steps, a new recruit would be expected to start
that particular job at the bottom and riseto thetop of thegradein varied
steps, depending on progress, for five or less years before reaching the
top of the grade.
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When aperson ispromoted, he/shejoinsahigher grade and startsagain.
If thereis no prospect of promotion, however, there should be asystem
in place to reward people for an outstanding piece of work, perhaps a
one-off bonus payment for continuing excellence or apermanent uplift
in salary of, say, 3% or 5%. Such increases are needed to motivate
staff to maintain high standards but should not be allowed to upset pay
relativities for the organisation asawhole. A cap can easily be placed
on permanent bonus uplifts at 10% or 20% at the top of the normal
grade depending on the monies available to the company. Particular
recognition should be given to the most creative producers, writers or
other artists sinceit is creativity which produces the best programmes.

6. DISCIPLINE

At the other end of the spectrum, managers often have difficulty in
confronting disciplinary situations. People who have problems which
affects their work adversely are very common. It can be atemporary
phenomenon relating to family sickness or divorce, in which case
sympathy, support and encouragement is required. Worse, it can be a
permanent problem relating to incompetence, 1aziness, drugs or drink.
Broadcasters in many countries complain that they are unable to sack
people because national labour laws forbid it for social reasons or to
avoid unemployment. A situation in which hard workers realise they
are earning the same pay asthe lazy personin the next officeisbad for
the morale of the whole organisation. But there are avarying degrees
of disciplinary methods available to managers within the law if they
have the courage to act on them.

The first is awarning at the first appropriate moment, possibly at an
annual assessment. If thereisno improvement by thefollowing year a
final warning could beissued together with afreeze ontheindividual’s
pay. By thethird annual assessment it should be possible to instruct a
transfer to a less responsible post earning less pay. It isin situations
like these that managers are tested for their ability to confront difficult
situationsfor the good of the organisation instead of hiding behind the
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law of theland. By acting firmly but fairly they will earn the respect of
their colleagues. It istoo easy do nothing. Managers are not there to
beloved. They arethereto help the company make the most effective
use of the available resources.

7. REDUNDANCY

Large well established broadcasters all face the requirement to cut
staffing levels from time to time. The reasons vary. Overstaffing is
one of the biggest problemsin theregion. Financial constraints appear
with the ups and downs of the advertising cycle. In recent years the
development of new technology has made many traditional craft jobs
redundant. Outsourcing is becoming a more prominent feature of
rationalisation in the industry. It is all part of the management of
change.

There is a need for redundancy or retrenchment as part of managing
change aswell asfor the sake of economic transformation. Redundancy
costs are part of the price of change since large numbers of employees
losing their jobs through no fault of their own deserve compensation
within the affordability of the organisation or through Government
funding.

One example of that compensation is paying redundant workers a
minimum of one week per year of service aswell as offering retraining
opportunities. Government Ministers should be appraised of the
advantages of redundancy situationswhich, although inevitably asource
of considerable worry to the victims of change, can help to regenerate
the economy in the long run. Without change management, there can
be no economic evolution. The truth is that state broadcasters in
particular have suffered from too many staff and too little pay. Much
better would be to pay the remaining staff more with part of the
redundancy savings. It would help morale of those remaining in work
and lead to agreater motivation and commitment to theindustry. There
would also be less need for badly paid staff to take on second jobs.
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8. RETIREMENT

Peoplewho give good service should expect retirement pensions scal ed
to match the number of yearsin service and their final salaries unless
they have private pension schemes.

The pensions on offer are usually paid for mainly by the employer with
employees also contributing. Since the wholeworld is now beginning
to wake up to thefact that pensions are an expensiveitem asthe average
life-span gets ever longer, the broadcasting industry faces a difficult
dilemma. On the one hand, people are expect ed to work longer into
old agein thefuture. On the other hand it is necessary to phase out the
creative production staff before ‘burn-out’. This is best achieved by
transferring them to less creative administrative posts in the autumn of
their days.

9. SICKNESS AND DISABILITIES

Medical retirement isaproblem that hasto be confronted when younger
people are diagnosed with a chronic illness which forbids them from
working. That retirement could be postponed for yearsif lighter office
work is given to disabled people.

However, in many countries the disabled are often ignored despite the
fact that people who are blind or wheelchair bound have proved their
capabilitiesin a variety of manageria positions and need to be given
every possible opportunity to flourish.

10. EQUAL OPPORTUNITIES

Finaly, there arethetwo other categories of people who are sometimes
starved of equal opportunities—women and ethnic minorities. Woman
are winning the battle for equal opportunities slowly and surely but the
war is not yet over for equal pay in the labour market. Yet it is no
accident that women now hold some of the top jobs in the world's
largest commercial companies.
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Moredifficult to conquer isthe suspicion of in-bred racismand adidike
of ethnic minorities. Senior managers could impose minimum quotas
for minorities when making appoi ntments, ensuring that the quotas are
not only roughly related to the size of the ethnic population but are
appointed to posts according to their ability and qualifications.

THE PERSPECTIVE OF THE HUMAN RESOURCES MANAGER

Jeff Dawes is a former Head of Human Resources in the BBC with
experience of advising on reform of personnel issuesin the devel oping
world. Here he offers the perspective of the technically qualified
manager as an adviser to senior management.

1. State-owned broadcasters, particularly in theformer soviet bloc and
the developing world, generally face significant if not increasing
competition fromInter national satellites, the Internet and also quite
often more agile independent stations and a relatively free press.
They usually share a number of characteristics, relating to how they
employ and organise their employees that are unsuited to modern
media organisationsand which limit their ability to adapt to change,
maintain audience levels and/or editorial credibility.

2. Costsof production tend to be high, dueto over staffing and inflexible
employment policies. There are usually too many levels of
management—often politicised and consequently, extended reporting
lines and highly centralised decision-making. Recruitment
procedures typically adopt methods applicable to the wider civil
service--often based on academic achievement, rather than using
broadcasting competencies. Promotion may depend largely on
seniority rather than merit. Pay rates may be uncompetitive and
career paths inflexible, which tend to limit capacity to attract and
retain talent.

3. Mediaorganisations, including the BBC, usually operate much flatter

structures with only 3 or 4 key benchmark levels e.g. Researchers/
Assistant Producers, Producers/Journalists, Editors and
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Departmental Managers. Wthin the benchmarks there may be sub-
divisions such as Senior Producers or Managing Editors, but the
framework of the structureremains. Thishastheadvantage of clarity
of roles, better team working and quicker decision-making. Career
development is by competition not seniority.

4. The reform of Management and Editorial structures—reducing the
numbers of layers wherever possible, to provide editors and line
manager swith full devolved control of budgets and decision making
should be based on the following guiding principles:

Establish clear editorial responsibilities at each level

Adopt cost-effective structures and flexible wor king methods more
attuned to a media organisation.

Change the station culture to become moreinnovative and respond
better to changing markets and audience needs.

Ensure that staffing levels are aligned to the needs of the output.
‘Cascade’ objectives across and down the organisation to
encourage the delivery of high quality programmes.

Introduce local terms and conditions of service attuned to
broadcasting work patterns aimed at properly rewarding and
motivating staff.

Attract and retain talent by being more competitive in the labour
mar ket.

Offer better career prospects, especially to the more able.
Improve overall performance and value for money through the
introduction of transparent programme costing.

Full modernisation, which would involve becoming independent of
direct Government control, may have many long-term advantages for
the broadcasters and even the governments concerned. However,
change of statusit islikely to be controversial and therefore require a
significant timescale, assuming it ispolitically acceptable. For aslong
asRadio & TV stationsremain part of the Sate apparatus there can be
only limited freedom of action. The staff remain Gover nment empl oyees
and will retain their contractual arrangements and conditions of
employment. However, given these limitations much can be done
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internally in the short to medium term to modernise structures and
management capability to enable them to become more competitive
and to equip them better for possible change of status.

5. A PROGRAMME OF SHORT TO MEDIUM TERM CHANGE

Based on an actual project involving a state broadcaster, the following
strategies are recommended in the short to medium term:

Introduce organisational structures for TV and Radio (Online may
also be integrated) based on functional work groupings and clear
reporting lines using as few discrete levels asis practicable.

| dentify groupings of staff that may be on several different pay grades
but who perform essentially the same core functions e.g. Producing,
Editing and Managing to develop a grading structure matched to
the organisational structure.

Amalgamate these grade groups into a single pay progression with
a single local designation e.g. Broadcast Journalist or Editor. Use
these as ‘ benchmarks' to design new simplified grading structures.
This usually reduces the number of discrete pay levelsin the station
as a whole considerably.

The pay band for each group would then become the floor of the
lowest scalein the group up to and including the roof of the highest.
Develop job descriptions for each of the new job groupings based
on competencies and usethese asa basisfor recruitment, promotion
and appraisal.

Using the agreed job descriptions, eval uate each job grouping using
a recognized methodology such as the international job evaluation
system (HAY) to determine whether functional and reporting
relationships are appropriate. This process can also be used to
determine grading changes and pay rates and to diagnose
misalignments if necessary.

Deploy staff flexibly to any job within their grouping; providing
training as necessary.

Determine staffing level s required for each grouping using analysis
of work patterns and reduce or increase numbers accordingly to
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eliminate shortages or excessive presenteeism — the opposite of
absenteeism. Thiswould al so be a key element in costing programme
budgets.

Introduce appraisal based on ‘SMART’ objectives and train
managers and appraises in operating the system. Staff should
progress through their new scales according to performance in
meeting objectives rather than using fixed incremental points.
‘SMART stands for Strategic Measurable Achievable Timed
Resources

Apart fromany acrossthe board ‘ cost of living’ typeraises, individual
pay increases should not be automatic and manager s should be able
to award greater increases to the more able who achieve highly
against their objectives.

Recruitment should be based on broadcasting aptitude or
competencies and where necessary qualified HR staff should be
appointed to the stationto handleit. Asfar aspracticable, recruitment
on the open market should take place at all levels not just to more
junior ‘entry’ grades, which is often the case.

Line managers should play an integral role in recruiting their staff
and a programme of training should be introduced on an on-going
basis to equip them with the necessary expertise and skills.

Internal promotion should be competitive rather than time-based
and selection processes should include a significant degree of
competition from the open market.

Salary level s should be mar ket-tested continually to ensure that they
remain competitive.

Introduce service level agreements between the programme-making
‘clients’ and the service providers such as Engineering and non-
output departments. These would clearly set out what was expected
of both parties and would be an important element in improving
efficiency and effectiveness.

Fully devolved and costed programme budgets should beintroduced.
Servicelevel agreements should be based oninternal charging. Some
services e.g. transmitters or facilities and maintenance might be
contracted out or provided by external service companies.



CHAPTER VII - MANAGING
FINANCE

Thereisnever any need to persuade people of theimportance of finance
as akey element in any industry. Everybody is interested in making
money, fewer know how to spend it wisely. Countless seminars exist
on how to maximise income streams, not so many on how to make the
most effective use of existing resources, al of which - human or technical
— can be evaluated in financial terms.

THE FINANCE DIRECTOR

Every Chief Executive needs a Director of Finance, a qualified
accountant, asaprimary support for the whole operation. Asthe senior
manager reporting on finance to the Board and the Executive, he/she
needs knowledge of:

« total incomefrom all sources, including licence fee, advertising and
sponsorship, government funding, programme sales and television
rights

« total expenditure on all capital and revenue items.

Financial reports should be prepared for the Board of Governors and
Management on a monthly, quarterly and annual basis and the Annual
Accounts audited externally. In order to achieve transparency in
accounting, the Director of Finance should have astrong support team.

These macroeconomic reports are necessary for senior managers to
understand how and where the monies are being spent, if they are
overspent or underspent, and giveriseto deliberations on how to change
course financially when necessary both in the short and long run.
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CENTRALISED FINANCIAL CONTROL

In an ideal scenario, the Director of Finance should even have overall
financia control of the advertising and marketing department since it
isalways better to ensurethereisonly one source ultimately responsible
for all revenue and expenditure. Too many broadcast organisations
have suffered from a lack of transparency having allowed certain
departments to become, in fact, if not in law, subsidiaries outside the
direct control of senior Management. Thiscan and hasleadto corruption
to varying degrees in many countries. For example, news items have
been sold to commercial interests, a practice that totally undermines
the credibility of the whole organisation. Sponsorship monies have
been kept by programme managers with a resulting lack of financial
control fromthetop. Channel Controllers are sometimes known to sell
programme air-time during peak viewing hours. In these situations,
there is always room for corruption which can only be limited by a
strong and trusted Finance Department. Although modern management
textbooks encourage companies to look at control methods other than
this traditional ‘ cascade’ system on which this book is based, such as
the creation of “hub and spokes’ method of semi-independent business
units, none can offer the financially secure system of central control.
The Finance Unit alone should be held accountable to Management
and the Board. However, one excellent method of getting the Finance
Unit nearer the production areasisto give key departments a Finance
Officer, who reports back to the Director of Finance.

ADVERTISING

Management should encourage the creation of specialist units in
advertising and marketing as a critically important part of the Finance
Unit. Suchin-house unitscan be supplemented by freelance advertising
sales people on commission and/or the outsourcing of the work to
established commercial agencies or acombination of all these factors.
Thelifeblood of most revenuein theindustry isderived from advertising
income. Mediaadvertisingisamajor industry initsown right with the
major players amongst the most profitable companies in the world.
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Developing countries arein various stages of growth in the advertising
market and those with the largest populations, China and India, are
rapidly catching up with the established markets in Japan and South
Korea. However, thereislimited knowledge of developing up-market
channels contai ning more serious programming for the older, wealthier
sections of the population or the advertising potential of channels for
the younger singles market.

SPONSORSHIP

Programmes often benefit from sponsorship. Commercial sponsors
gueue up for theworld’sgreatest sporting events. Even smaller football
matches attract financial support in most countries, the scale of which
is naturally dependent on the state of the economy. Cultural events
likewise attract sponsorship, particularly from firms which wish to
associatetheir high class productswith a‘ special’ event or aparticularly
prestigious drama or documentary series. It boosts the image of the
commercia product and is not necessarily associated with the highest
audience figures. An elite event appeals to the prestige product. The
event or series also benefits from the potential for sponsorship and the
proposed budget can vary according to whether the event actually does
attract sponsorship. The bigger the event, the better the programme,
the more the chance of attracting further finance from a commercial
company as part of its public relations image. It aso involves a
substantial risk of heavy investment in such events without any return
from sponsors in a highly competitive market.

THE PERSPECTIVE OF A COMMERCIAL BROADCAST
MANAGER

Michael Bettonisthe General Manager of a group of commercial radio
stationsin the UK - the Lincs FM Group and as such isresponsible for

the activities of his advertising department. These are the key points
he looks for as a Senior Manager.
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The Lincs FM Group operates eight radio stations in the United
Kingdom. About 40% of its commercial revenue is booked through a
national saleshouse. The balanceisbooked by theradio station. Almost
every national client has an advertising agency through which it books
itsbusiness. Theradio station receives significantly lessthan theclient
pays with advertising agencies typically retaining 15% of what the
clientshasdecided to spend. The national saleshouse retains between
15 and 20% of this already discounted figure asitsfee for representing
our stations at a national level.

This means that the radio station is often receiving less than 70% than
the clientsis spending. In addition to thisin the UK commercial radio
stationswill typically pay a further 10% of thisdiscounted sumasmusic
royalties.

Agroup such asoursis happy to pay these significant commissions not
only because we believe the price to be cost effective but also because
without joint representation of a number of smaller groups then our
national saleshousewould not represent a significant enough audience
to compete with larger media operations. In UK commercial radio,
most of the large radio groups operate their own national sales house
on a sovereign basis, allowing themto hold the 15 to 20% commission
that they would otherwise pay, but obviously carrying the cost.

At alocal level most of our clientsdeal directly with us, although there
are some areas of the UK with a well developed history of local
advertising agencies. e prefer to deal directly with clients at a local
level because we have the infrastructure to do this, something that we
do not have at a national level. However if a client has a local
advertising agency then we will work with them. As we allow local
agencies to buy from us at 15% below the rate at which we would sell
directly to the client, this reduces our income. Whilst at the national
level the sales house and advertising agency save ustime, the expertise
of local agencies buying radio is often limited and we end up having to
complete a similar amount of work that we would have done dealing
with theclient directly. Thereisalso a danger that agencies pass some
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of the discount back to the client, making it cheaper to buy through an
agency rather than directly!

Trends in broadcast revenue are heavily influenced by the overall
economic trend, often following the same pattern but moving some
months ahead of the economy as a whole. Advertising budgets from
local clients are some of the easiest to cut as they rarely have an
immediate effect. Businesses that are highly dependent on cash flow
have a tendency to move out of the market at early signs of difficulty.
At the other end of the cycle, when a recovery is anticipated rather
than actually occurring the more confident business tries to steal a
march on the rest of its competitors by returning to the advertising
mar ket.

Sometimes at difficult pointsin the economic cycle, the well established
business and those with more courage and insight will advertise to
improvetheir market shareevenif theoverall marketisindecline. Itis
surprising how many restaur ants advertise at festival times when they
are likely to be full anyway but see no point in advertising the quieter
days of an average week!

Local spot rates change little with the economic cycle although they do
vary with audience performance, so the morelistened to breakfast period
costs the most. Clients can gain discounts for volume and time
commitments. At a national level the spot rates vary according to the
advertising agencies perception of the market and availability. Most
radio stations control the amount of advertising they carry per hour
and spot rates increase when availability falls.

Inatypical UK commercial radio station variable costswill be between
15 and 20% of theincomereceived. Variable costsinclude commissions,
revenue related royalties and regulatory fees. The rest of the costs of
running a station are fixed and don’'t change in good or bad revenue
periods. Thisprovides particular challenges, as during a loss making
phase any fixed cost savingsarelikely to affect the audience performance
and as result reduce potential revenue performance.
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When profits flow it can be difficult to resist allowing fixed costs to
increase, to take on, for example, more programming staff that then
become difficult to reduce when revenue falls back.

New operators are well advised to be pessimistic about their revenue
generation and only allow increases in fixed costs to rise when the
revenue levels justify the increase over a sustained period. Reducing
costsin a downturnwill often result in reducing staffing numbers, with
redundancy payments making the situation initially worse rather than
better. If expansion is planned on the basis of relatively short term
trends then freelance or short term contract working should be
considered even if the unit cost ismore asit is easier to cut back and
less likely to affect the morale of staff.

Pursuing maximum profit in the short term can often be at the expense
of long termsustainable profit. When the allocated advertising minutage
has been sold it istempting to satisfy continuing demand by increasing
the allocation to the benefit of short term profit. In the longer term
increasing advertising minutage is likely to reduce audience and spot
rates so that the improvement in profitability is short lived, and may
even lead to a profit decline asthe station will find it difficult to sustain
the same revenue levels that it had originally achieved.

The most popular programming may not be the most profitable in the
long run. Programming that isslightly less popular but ismoredifficult
to imitate is likely to produce more durable revenue streams. Local
stations that concentrate on local news and information will always
have a role when their competition is national or regional.

At certaintimes particular categories of advertiser may be prepared to
pay a premium for their advertising, but if this pushes out the year
round advertiser the benefit of the premiumwill quickly disappear.

Manager s should concentrate on sustai nable audiences and sustainable

revenue, where possible making both the programming and the
advertising opportunity difficult to imitate.
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MANAGING RESOURCES THROUGH FINANCE

It is not enough for senior management to be briefed on the overall
financial state of the organisation.

Managing financerequirestotal costing exercisesin order that managers
understand what they have under their control and as a basic tool for
strategic decision-taking. Total costs include all assets of the
organisation which require financial expenditure - buildings, technical
resources, office space, heating, lighting, studios, salaries of all staff
and al direct production costs. All these elementshaveto be considered
in detail when the senior management team prepares the all-important
long term Strategic Plan.

Theideal scenario isoneinwhich the Chief Executive of the company
has that total sum of money allocated to programmes and programme-
related expenditure, including therelevant staff and technical resources.
Theaready quoted example of Channel 4 UK illustratesthe point (see
chapter 1| —Broadcasting Environment). All programmesare outsourced
through commissioning editors who pay for all costs except for the
percentage of finance required for the building, the control centre as
well as the central administration and commissioning departments.

Thissituation being the exception rather than the norm, most companies
inherit an ongoing concern with arange of expensive capital and revenue
items, as well as direct programme expenditure which are a low
proportion of the total organisational costs. In old established
companies, particularly with state broadcasters, buildings and offices
arebadly in need of repair. Large out-dated studiosare costly to maintain
but they and theland on which they are sited are owned by Governments
which even retain the advertising income derived from the programme
schedule. Inturn, the governments paysthe staff salaries, which prevents
managers from controlling much more than direct programme costs.
No budget linesare avail ablefor training and new technology isusually
dependent on donor aid. Management has therefore no power or
incentiveto changethe direction of the company. Itisaproblemwhich
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can only be solved by a dialogue with Governments to persuade them
that they are not using their own resourcesto best effect. Asoneleading
Asian broadcaster has said “broadcasting is not just an agent to employ
people’. Unfortunately, overstaffing is sometimes used to disguise
unemployment.

Even in areas where top management have control, most companiesin
the devel oping world do not have atotal programme costing systemin
place and senior executives in such situations do not know if the staff
or studios are being used effectively. A cursory glance at the weekly
schedule of most studios is enough to establish how little use is made
of them and yet modern studios are costly capital itemswhich, if unused,
are awaste of resources. The money spent on them could be converted
into paying better salaries or enriching the programme budgets or buying
more computers if the Director General controlled the total operating
income and expenditure of his organisation.

TOTAL PROGRAMME COSTINGS

The Finance Unit needs to help production teams work out the total
costs of each programmeor series. Theindividual producer or organiser
as manager of the production team is required to provide the costs of
his’lher own programmes but in order to do so needs a ‘rate-card’
provided by the Finance Unit to work out the budget. If the producer
wants to use a studio for 4 hours, certain costs apply to the studio asa
technical facility as well as the costs of the staff to drive the studio.
These are provided by the Finance Unit as standard per hour rates for
both studio and staff.

The exercise is repeated for every item used in the TV programme
budget (see page 50) for a British in-house production of 30 minutes
and detailing the cost of every facility. The first column refers to the
number of programmes. The second documents the number of hours
required for each stage of the production. The third column gives a
per-hour cost to each item of facility or member of staff. Thelast column
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givesthetotal cost of eachitem, giving agrand total of £10,927 for that
particular programme. The cost of the studio at £190 per hour is
calculated using Finance Unit estimates of depreciation and average
studio usage. The cost of the staff is easier to determine, based on
average earnings for each category of staff. The most interesting point
relatesto the last item — overheads — which includes the all ocated costs
of staff not directly associated with the production, for example
personnel and finance staff as well as office space. This particular
estimate of 20% gives producers a good guide, if not an accurate
measurement, of what their productions are costing in organisational
support — and it also gives programme people a greater feeling of
responsibility for what they are actually spending on behalf of their
employers.

Tota programme costs not only provideinvaluableinformationto senior
managers. It is equally important that each production department
knows what it is spending on its various programmes. In the example
provided, oneway of reducing the programme cost would be to cut out
the satellite dish and record the programmeinstead. If the programme
is partially recorded on location why isit necessary to have 4 hoursin
studio? Programme managersat all levelsneed to be aware of effective
ways of cutting costs without reducing quality by asking relevant
guestions and allowing producersto justify their expenditure. The costs
in the above example will seem very high to many poorer countries but
does reflect the expensive cost of living in Western Europe.

LONG TERM STRATEGIC PLANNING

The total costs and their individual elements not only inform senior
management in depth at any point in time. Such calculations are also
used to cal cul ate the average costs per hour of each programme category.
Average costs in turn are used not only for scheduling purposesin the
annual plan but also for the financial element of the 5 year strategic
plan so necessary for the future of the whole organisation.
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THE PERSPECTIVE OF A FINANCE DIRECTOR

Philip A Daviesisa former Head of Finance in BBC Wales and is now
Controller of Finance at the Thomson Foundation. He has experience
of advising several broadcasting companies in the developing world
on financial control.

TheDirector of Finance hasa variety of responsibilitiesand roleswithin
a broadcasting organisation.

He/she must have an awareness of the issues in the organisation that
have significant financial or business consequences, be strategic in
planning, and have in place a robust and responsive accounting and
management information system. All of these will enable the Director
of Finance to make the contribution, whichisvital for the organisation’s
success whilst making sure that those financial pitfalls lurking inside
and outsi de of the organisation are anticipated and/or suitably deflected.

The Director of Finance needs to work in a variety of roles - as
reassurance and a watchful eye for the Board of Directors and in
particular the Chief Executive, as the person responsible for financial
probity to the internal and external world, as the provider of current
management information and systems, aswell as being the manager of
the Finance function itself.

Asinall businessesthe routine accounting and payment processes need
to be carried efficiently and at an economic cost. An accounting system
must be in place that can be relied upon to give up to date information
whilst being flexible enough to respond to a variety of different questions
and demands asked. The accounting system should be integrated with
general business systems both to ensure integrity of information but
also to avoid duplication of effort.

The Director of Finance will ensure that correct procedures and audit

controls arein place, that procurement rules are enforced and that all
statutory and legal requirements concerning finance are adhered to.
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Liason with auditors and Government departments will generally be
dealt with by hinvher.

By far the most demanding and important area of work is in the
management of organisation’s finances and how they are controlled.
All organisations must live within their means, and all organisations
must decide on how to utilise their funds in the best way and in line
with thelr strategic aimsand objectives. Equally important isto ensure
that the funds are eventually used in the way they were planned. A loss
of financial control inan organisation will probably result in cash flow
problems or end up running out of funds to do the things that were
really necessary for the business. In extreme cases the result could be
terminal.

Business planning of course involves much more than finance. The
Business Plan will set out the strategy of the organisation what it wants
to do and the reasons and impacts for doing it. The different types of
programme output, changesin the services, coverage of thelarge events,
rights contracts will mean that business plans will be different from
year to year, as will targets for income generation and the need to
spend large sums of money on capital items. Such aspirations can be
agreed in principle even with allocated outline funding. But detailed
financial plans must be drawn up to see if these plans are affordable
and where changes may be needed.

In many organisations there is a temptation to prepare business plans
and budgets using the existing funding levels and making adjustments
for inflation and maybe someidentified changes. The exercise, however,
gives an opportunity to reassess the costs and benefits of all areas and
to seek justification for the allocation of funds, on a fresh basis each
time.

The finance/ budgeting process within Business planning must involve
all areas of the organisation that make decisions or haveresponsibilities
affecting finance — the people who will become the budget holders and
spendersintheir areas. Thesewill not be finance staff but managersor
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heads of department within the business. In practice of course they
might need people with finance skills to assist.

The finance / budgeting process within Business planning isn't
necessarily a one off annual task, and in many organisationsit develops
into a rolling process, projecting forward into subsequent years.

The process should start with the agreed Business strategy, with
production and business areas reflecting the cost consequences of the
initial plans. There must be a constant flow of information between
users and providers to inform the process.

Everything is governed by the total available funding restraints; the
Director of Finance is inevitably drawn into a series of adjustments
and iterations as the plan isjuggled to fit the overall available funds.

The complexity of the finance / budgeting process depends on the size
and nature of the operation and to the extent that the costs of the
operation arefixed. In all cases, however, the Director of Financerole
will be heavily involved in scrutiny, approval and being seen as some
kind of arbiter or referee. He/she should formally set the rules and
guidelines, thetimetable, and to be able to resol ve areas of uncertainty.

The final budget document should be complete, when it is accepted as
the financial manifestation of the strategy and objectives aslaid down
in the full business plan. The budget should achieve the programme,
production and business objectives aslaid down by senior management,
if these objectives were initially over ambitious the budget process
should have forced the necessary changes.

No major financial issues should lie unresol ved - par ked problems dont
go away.

All plansare of coursejust that and invol ve taking a view on the outcome

of events some of which turn out in a very different way to that envisaged.
Itisnormal to list the risks and opportunities that may arise but which
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haven't been planned. These could involve assumptions on workloads
or their phasing, the way in which costs may rise, the availability of
sponsorship etc. By listing these risks and opportunities it can clarify
assumptions made during the planning process and also highlight areas,
which may cause the plans to go astray.

The key success in budget setting and the subsequent financial control
thereafter isto gain acceptance and ownership by the budget holder.

Once the business plans and budgets are complete there must be a
formal process of issuing these so everyoneisclear what they are. Each
part of the budget must be assigned to a budget holder who has
responsibilities for monitoring, for re- forecasting, taking adjusting
action and for information on future trends. This person islikely to be
the one that prepared and agreed the original assumptions.

All of this budgetary work assesses the financial viability of the
organisation and is the benchmark against what actually happens can
be measured. The actual results taken together with the budget
information gives the Director of Finance information on areas which
are financially vulnerable and where trouble may arise.

The Director of Finance has to ensure that the budget holders are in
possession of up to date and relevant financial and management
information. They may often be asked to supply explanations and it is
usual for routine meetings to be held between finance and the business
areasto exploreresultsand trends. Regular updateson forecasting should
be routinetaking into account infor mation on what has happened to date.

The Finance Director and staff will consolidate the results and re
forecasts, reviewing what is going to happen aswell asthat which has,
assessing the overall financial position taking into account surpluses
likely in one area against problemsin another.

The cash flow position of the organisation is crucial. Management of
cash flow isusually carried out at two levels - immediate and forward
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forecasting. A day-by-day management isnecessary to smooth out short
term fluctuations, debtor receipts may be unusually delayed, licence
fee payments may be stuck in a central bank, this may in turn entail
rescheduling payments out.

Long termcash flow forecastswill be based on the information supplied
on budgeted expenditure and income, adjusted by any subsequent re
forecasting.

Theaccuracy of the budgets/forecasts from, taken together with forecasts
for spending on items of capital and assumptions on the timing of
payments etc will automatically produce the forecasted cash flows

TheFinancial Director and colleagues may well have been wise enough
to have provided a limited contingency against financial risks, and this
may take the form of options to spend later than earlier on certain
projects, but the aim of a successful financial operation is to achieve
the objectives of the organisation without stop start decisions caused
by financial panics.
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CHAPTER VIIl - MANAGING
TECHNICAL RESOURCES

Top management requires the best possible advice from its Senior
Manager responsible for technical resources who in turn needs ateam
with expertisein awide variety of technical areas-transmitters, satellites,
maintenance, cameras, sound, computers, buildingsand IT. No genera
manager or indeed Technical Director can bean expertinall thesefields.
In small scale commercial and community radio operations, however,
technology has become so simple and advanced that there is no
reguirement for in-house technical staff.

EFFECTIVE USE OF RESOURCES

Modern technology has improved the productivity of the broadcast
industry dramatically in the last few decades. Few companies in the
developing world are now restricted to old and bulky cameras. The
advent of modern video cameras makes working in 16 mm film or 2
inch video tapes seem along way away. The dawn of this century has
seen a need for fewer studio managers as self-operating radio studios
displace technical personnel with multi-skilled disc-jockeys. Thereis
alesser demand for TV craft editors or cameramen as newsrooms take
videojournalismintheir stride. And the office computer istransforming
office work.

The speed of this modern industrial revolution has created new
problems. There are those who believe the day of the large purpose-
built studio is dead as lighter, mobile technology comes on stream —
but big studios are still being built. New, mainly unused purpose-built
radio studios have been designed without any reference to the
competition from modern small-scal e stations where one studio, aided
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only by adjoining editing suites, can beon air 24/7. Modern technology
can be of limited use unless managers can design technical centreswhich
make the most effective use of their modernity.

Senior management has to ensure that the studios and associated
facilities are fully utilised. Daily TV shows such as breakfast TV
programmes can share even asmall studio with other programmes|ater
in the day operating with totally different sets, all of which are
permanently kept in the studio. Quiz programmes with an identical
format can berecorded as a package of three or four inaday. It may be
cheaper to schedul etwo eight-hour shifts per day than have two studios
working a mere eight hours aday. The large purpose-built studio can
be costed against installing productionsin alarge factory using mobile
outside broadcast equipment.

INTERNET DEVELOPMENTS

Theworldwide web has now been on stream for several years but many
countries have not yet grasped its potential. The broadcasting website
in every company is aresource complementing radio and TV services
which can be updated daily if not every couple of hours. Newsrooms
should be expected to treat the website as an integral part of the daily
schedule. If acompany istoo small or too poor to afford aweb news
unit, journalists should be given some extratimeto repeat their broadcast
story on-line. Radio and TV programmes can be stored on-line for,
say, seven daysin order that the audience can catch up with aforgotten
programme. Access to archive programmes is developing rapidly. In
an age of convergence audiences of the near future will be offered all
their broadcasting serviceson-lineand the younger viewersand listeners
will bethefirst to respond. Itisthetechnology which knowsno national
boundariesand it is cheaper than the newest entrant of all to the market-
digital broadcasting.

Thereis constant talk of the digital divide whereby some countries are

already planning the shutdown of analogue services while others have
yet to introduce digital TV. Certainly there is amassive gap emerging
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between the haves and the have-nots not only between countries but
also within countries, between the main cities and sparse rural areas.

CHANGING ROLES

Therewasatimewhen Engineering Departments coul d dictate broadcasting
standardsby declaring thelimitsof low lighting on studio setsor thequality
of phone-ins of radio. Today the dominance of engineering has declined
just as the power of the producer (and the accountant) has increased.
Technical support staff are avery necessary resourcein acomplex digital
age but they now have to respond to the requirements of the producer, the
total reverse of timespast. But there are till many old style engineering
managersin the devel oping world who are hanging on to their old powers.

It isthe production areas who should be able to choose the size of their
camera crews on location as well as identify the technical people who
are best suited to aparticul ar piece of work. Even amongst cameramen,
thereisabig difference between aperson suited to shooting newsitems
and alighting cameraman in adramastudio. News cameraman should
be controlled directly by news managers in order to cater for the
immediacy of newsroom decision-taking.

Video editors, graphic artists, set designers, costume and make-up are
more closaly associated with the production processthan the engineering
departments to which they sometimes still belong. In modern
broadcasting organi sations, technical resource managers have replaced
engineers asthe bosses of these creative personnel and are now expected
to service programme management as required.

This should not diminish the importance of the technical manager in a
complex world of technical convergence, merely to recognise that the
old days of overstaffed engineering departments are no longer necessary
because modern technol ogy hastotally changed the face of theindustry
in the past decade. Managerial structures and hierarchies have to keep
up with the pace of the change and recognisethe new realities. Nowhere
intheindustry has the management of change become more important.
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IX - MANAGING CHANGE - THE
BROADCASTING FUTURE

The old order is changing and the management of change is now a
major theme at every seminar the world over.

COMPETITION

The competition for audiencesis fierce. Audience shareisin decline
as the viewers have a greater choice of channels. State broadcasters
havethe greatest problem. Becausetheir political mastersare reluctant
to allow independence to the newsrooms, audiences move away to the
newer commercial channels. These more sophisticated new entrants
have the latest technology, pay their people better, and conduct the
audienceresearch necessary both for their schedule and their advertisers.
They are constantly on thelookout for new marketsaswell asmonitoring
the changing pattern of consumer behaviour.

PUBLIC BROADCASTING

In between these two extremes are the few public broadcasters, most of
whom live on a barely adequate licence fee, fighting everybody else
for their share of advertising income while attempting to represent all
voicesin society in amixed schedule. This means competing against
the bigger commercial companies while at a financial disadvantage,
often serving minority interests and sacrificing audience numbers to
do so. But only the public broadcaster can offer real choice. A plethora
of commercia channels can only mean an endless diet of repeats or
similar schedules based on cheap programming. Market forceson their
own do not providereal choice. That requires complementary minority
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channelswhich led to the introduction of the PBS subscription channel
in the USA. At best, public broadcasters even provide a choice of
channels whereby two parallel time schedules complement rather than
compete with each other. Unfortunately, there arejust not enough public
broadcasters in the developing world.

STRATEGIC PLANNING

The paymasters, whether they are the Government, the shareholders or
those who pay the licence fees, expect managements to make the most
effective use of all available resources - human, technical or financial.
Savings on staff or rationalising studio capacity isjust asimportant as
maximising advertising income. The older the organisation, the greater
the requirement for change and the need to plan for thefuture. Planning
is essential at every level of management. It is also as essential for
long-term strategic planning as for the annual plans.

However much managements plan to spread the production load
throughout the year, there are aways going to be peaks and troughsin
the planning process. Staffing levels have traditionally been geared to
the peaks of the output. Modern managers staff down to the troughs
and engage freelance labour for the peaks. The troughs are achieved
by freezing posts as soon as they are vacated by retirement or death in
post or redundancy where labour laws allow. But senior managers and
their boards of Governors need to work out different scenarios for the
long term. Strategic planning of thiskind requires as much knowledge
as possible of capital as well as revenue costs. What is the studio
capacity required 5 years from now? How many channels? What are
the estimates of total income assuming a 10% growth in the economy
and advertising revenue? What is the optional calculation if there is
only 5% growth? What assumptions should one calculate for
Government financial support? All options must be considered,
otherwise planning becomes a series of knee-jerk reactions.
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THE NEW MEDIA

Change is more obviously rapid in the world’'s newsrooms where the
new technology, from multi-skilling to web journalism is creating a
massive gap between those who are adapting to the new and those who
have yet to confront the challenge. It is excusable if the investment
monies for new digital equipment is difficult to find, less so if
management isjust waiting for donor aid to fix the problem. A proactive
management should change the culture of the organisation in order to
concentrate on the new demands on broadcasting through reordering
its priorities. Managers must also be allowed to manage.

NEW THINKING

Likewise, old-fashioned engineering departments are being replaced
by new-styletechnical resource areaswhich provide services on demand
from production areas. The changeto ademand-led production process
isbased onthetotal costingsof each programme accepted by the channel
controller. It is no longer a question of the resource department
supplying a set number of technical people. Today’s broadcasting is
demand-led by the programmes and not supply-led by the engineers.

Therelatively new buffer in the production process if demand exceeds
supply istheindependent production house. These bring ahealthy mix
complementing the in-house production teams but there is aways the
unwritten threat of future competition if in-house teamsfail to deliver
quality programmes at a reasonable cost.

OUTSOURCING

Senior management now have to examine the existing situation in a
strategic plan which forces them to consider how much outsourcing of
activities would help their financial objectives — transport, canteens,
set design and so on. They need to ask themselves the question —if we
had the opportunity to relaunch the organi sation without any inheritance
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from the past, what would we do without? It is obvious that no
management involved in abig inheritance from the past could create a
revolution overnight but in order to evolve at all, the question hasto be
addressed more often.

THE PILLARS OF GOOD PROGRAMMING - PEOPLE
AND MONEY

Good programmes are not as dependent on new technology asthey are
on good people to make them, which iswhy the treatment and training
of human resources is the first pillar of production support. People,
particularly creative people, are the most valuable of all the industry’s
resources and should betreated as such. The second pillar is, of course,
money. Most executive concentrate their minds on maximising income
at the expense of managing all their resources more effectively. They
should spend more time on ways of saving money.

RESPONSIBLE RESOURCE MANAGEMENT

Too many organisations are overstaffed and underpaid. Too many
technical facilities are underused and badly maintained. Too many
managers behave without any sense of responsibility for their designated
part of the business. Good money is being wasted which would be
better deployed enriching programmes in one form or another. That
reguiresthe management of changein an industry which should aways
respond to the needs of the times — and the audience — as quickly as
possible. Managers must not only manage. They must beleaderswithin
the context of their broadcasting environment.

POLITICAL LEADERSHIP — THE BROADCASTING
ENVIRONMENT

The hope for the future of broadcasting in the developing world,
however, lies first and last with the improvement of the broadcasting
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environment through aredirection of Government policiesin favour of
an independent media, followed by broadcasting regulators taking
greater responsibility for issuing licences with a stronger public
broadcasting remit. Only then can managers commission and schedule
programmes for the widest range of audiences in the community, no
matter whether the broadcaster isapublic corporation or acommercial
company. Inthe end, broadcasters only exist to serve an audience.
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APPENDIX

Audience Research, an Essential Part of Broadcasting
Graham Mytton

Graham Mytton was in charge of audience research at the BBC World Service from
1982 until 1998. He now trains peoplein audience and market research with special

emphasis on research in devel oping countries

Anybody in business needs to know how they are performing. They
need regular, reliable and relevant information on their customers. Who
arethey? Will they be there tomorrow? What do they like and dislike,
and will thischange? What attracts them to aproduct or service? Why
do they choose one product instead of another?

In today’s world when tastes and behaviour can change very rapidly,
businesses need to keep themselves up-to-date about their customers.
Companiesthat fail to have avery good system of market intelligence
can very soon go out of business.

Doing thisin broadcasting isnot at all easy. Broadcastershavearather
unusual relationship with their audience. When a broadcast reaches a
listener or viewer, no physical transaction takes place. No money
changes hands. No physical object is either collected or handed over.
A transmitted programme can be heard or viewed by one person or one
million. Nothing happens that actually tells you for sure how many
“customers’ there were.

It makes broadcasting unlike most other businesses. If you are selling

items, you can tell very quickly how you are doing. You can count the
sales you have made.
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Broadcasting isunusual eveninthefield of communications. Telephone
traffic is easily measured. Newspaper sales can be added and
comparisons made between the sales of different titles. Today with the
Internet, one can be almost overwhelmed with the wealth of data on
web use that can be readily accessed. Millions of transactions and
movements are made every day and data can be produced relatively
easily.

But such detail and accuracy is much less easy to obtain for radio or
TV broadcasting. From the early days of radio, various methods were
devised to get around this problem. Audience research was devel oped
using the market research techniques of face-to-face or telephone
interviews, aswell astwo specialised methodologies - personal diaries
and electronic meters. This audience research tradition has devel oped
using samples of populations chosen to represent the entire adult (plus
in many countries with children added) population of the country or
area.

These techniques and methods have become well developed and
sophisticated. In all developed countries and in an increasing number
of devel oping countries also, audience measurement iscarried out on a
regular or even continuous basis, to measure audiences for domestic
radioand TV innational, regional and local markets. Most broadcasters
in these countries therefore have up-to-date and timely data on their
audiences. They know their popular programmes. They know how
many listenersthey have, what kinds of people they are and much else
besides. Thesedataare also used asthe currency for buying and selling
advertising time and space. And they are, of course, an essential part
of the broadcasting businessto aid scheduling and programme making
decisions,

The steady devel opment of audience research, and especially audience
measurement, over recent years has been driven mainly by the needs of
advertisers. They buy timeonradioand TV stations. Likeany customer
for goodsand services, they want to know what they are buying. Without
audience data the radio or TV station selling the time for advertising
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spots has nothing to say to the advertiser. Unless some audience
measurement has taken place, the commercial sales department is
operating without essential knowledge. It may be charging too much
or too little for the advertising slots that it sells.

What advertisers actually want to buy is not time on the air, but access
to listeners and viewers. And they want to have some idea of the
numbers that they can expect to reach on this on specific networks or
channels at particular times of the day. Audience measurement data
provide the answers that they need.

Some broadcasters may arguethat asthey receive agovernment funding
together with only limited amounts of advertising, they don't really
need audienceresearch. Thisismistakenview. Theneed for audience
researchisnolessin such acase. Why are someradioand TV stations
publicly funded? It isusually to provide a service to the public that is
not being provided by commercial broadcasters. How issuch aservice
to be evaluated and assessed other than by some form of audience
research? It is significant that in Europe, the first broadcasting
organisation to begin measuring audiences on a regular basis was the
BBC, which has never carried any commercial advertising on its
domestic services. Audienceresearch, which beganintheBBCin 1936,
was from the outset driven by the need to improve the service to the
public.

Some broadcasters say that they don’t have sufficient resourcesto devote
to audienceresearch. Therearetwo thingsto consider. Thefirstisthat
the best routeto follow isone of cooperation betweenrival broadcasters
to share costs, or even better to get together with other interested parties
like the advertisersto set up ajoint industry committee, or JIC. Thisis
the favoured approach in countries as diverse as Israel, Zimbabwe,
Nigeria, South Africa, Italy, France and the UK.

Details of how J Csare organised vary between countries but the genera

pattern and the principles are similar. JICs bring together the
broadcasters, advertisers and advertising agencies to agree on a

92



“common currency” for audience measurement for radioand TV. Often
JCs are also organised for press and other media. In some countries
all media research is organised by the same JIC. In others there are
separate JICs for each media — one for radio, one for TV, one for the
daily press, and so on. The usual process is for specifications to be
agreed between all research users so that each getswhat is needed from
the research — audience numbers, reach, and share, ratings at different
times and on different days and so on. The level of accuracy required
isnegotiated and agreed. The latter is greatly dependent on the size of
the sample used and this has cost implications of course. When the
specifications have been agreed the project to carry out regular audience
measurement for the entire radio or TV industry is then published and
tendersinvited and a contract awarded to aresearch company.

The second routeto follow iswhen such activities are not yet happening
and aradio or TV station wants to commission its own audience
measurement. Thisneed not be prohibitively expensive. Thelarger the
sample, the more accurate will be the resulting data. But doing some
audience measurement with relatively small and less expensive samples
is better than doing no research at all.

Thereare other approachesto learning more about listeners. Qualitative
research can help broadcasters to understand the attitudes, tastes and
behaviour of listeners and viewers better.

There are two resources from which you can learn more about how to
do and how to use audience research. On the Internet there is avery
valuable website created by Australian audience research specialist
Dennis List.

Go to http://www.audiencedialogue.org/index.html. There are many
resourcestherefor broadcastersto use in devel oping audience research
expertise and skills. Thereis aso my book, Handbook on Radio and
Television Audience Research, which is available by mail worldwide
for £20 or $35 for the English language edition and £40 or $70 for the
French edition, including postage and packing.
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