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FROM: Secretary, Scotland
SUBJECT: MARKETING PROJECT

TO: Marketing Assoclate

26 June 1990

JE

Avril will discuss dates with you this week so that a
mutually useful time can be found for your presentation to
SMB. This may prove a little difficult as a number of
people are talking vaguely about leave "sometime 1in
September®!

I think a half-hour talk-and-slides presentation should ailm
to identify areas for change in three tiers: immediate and
cheap,. mid-term and low-cost, long-term with full funding.
In the present climate cost effectiveness will be crucial.

As I said when we spoke, there are those who need converting
to the lasting value of a corporate identity and self
confident marketing style, so you will need to sell your
product. But I’m sure you’re well capable of dolng that and
would enjoy the challenge!

LA -

(Kath Worrall)

FIGURE 1.0 CONTINUED (SECOND OF THREE PAGES)
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BROADCASTING HOUSE
CQUEEN MARGARET DRIVE
GLASGOW GI128D0GC
TELEPHONE: 041-330 2345
TELEX: 779221
FAX 041.234 0414

ERITISH BROADCASTING CORPORATION

10 October 1990

Dear John

A note to confirm your presentation to SMB will take place
on Monday 22 October 1990 at 3.00 pm. As requested I have
ensured that a projector, screen and over-head projector
will be available. The meeting will be held in Conference
Room 4, Broadcasting House. Mike Brown will also be
present.

I hope all is well with you. I look forward to seeing vou
on the 22.

Yours sincerely

(AvrxI Morton)
Assistant to the
Broadcasting Council for Scotland

Mr John Balmer
Department of Marketing
University of Strathclyde
Stenhouse Building

Cathedral Street
GLASGOW

FIGURE 1.0 CONTINUED (THIRD OF THREE PAGES)
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Subject:
To:

CC.

Tel

3145 GW BH Exe 2424 date  27/10/89
TELEYISION PROGRAMME REYIEW BOARD
Distribution List

Catering Manager
House Foreman

The next meeting of the Television Programme Review Board will be held
on Thursday, 2 November 1989 at 10.30 am in Conference Room 4.

Mike Brown, Special Assistant to Secretary, Scotland and John Balmer,
Marketing Associate will also be at the meeting.

Can you please let me know if you wish to join them for lunch in
Conference Room 2/3 at 1.00 pm.

Many thanks.

Y

/i oesh
N\

(Tracy Gibb)

FIGURE 1.2:

» |
7T O

/

—‘. L
|
o W

FACSIMILE OF NOTIFICATION OF THE WRITER'S PRESENCE AT THE

TELEVISION (PROGRAMME) Review Board of BBC Scotland.
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TELEVISION PROGRAMME REVYIEW BOARD

O OMXEP>Ww
L omle & F
A3 W

(D

TOUBOXTLNV
4

h.A.P. & R.M.S.
s Org Tel.S.
.0.5S.

P. & P.0.S.
Sen.0.B.S.M./F .M.
Man.Lib.Serv.S.
Manager Contracts
H.D.Tel.S.
A.H.D.Tel.S.
Aileen Forsyth
Andy Park

Tom Kinninmont
Peter Broughan
Carol Balchin
John Gibbons
Annette Howat
H.E.B.S.
Marianne Baird
Ishbel Maclean
Peter Legge
Kate Kinninmont
Elaine Mclean
H.R.P.S.

Stuart Miller
Michael Simpson
May Bowie

Mike Abbott
Alex Youn
Grigor St?ang
Jim Hossack

C
M.
p
C

s
---m"u

H. Gaelic Television

John .Smith
Donalda MacKinnon

Distribution List

GLASGOW

H.Feats.Tel.S.
Ian Christie
Charles Nairn
Liz Scott
Justin Adams
Polly Phillips
H.M.A.U.Tel.S
Hilary Boulding
Ken MacGregor

Mike Newman

Dave Batchelor

May Millar

Eleanor Aitken
Christina Macaulay
Caroline Roberts
Paul Gallagher
Michael Jacob
Andrea Miller
H.C.U.Tel.S.
Phil Differ
Anne Somers
E.N.C.A.T.S
D.E.N.C.A.T.S.
Bill Gilchrist
Matt Spicer

Bob Millar
Brian Currie
Atholl Duncan
Dennis Cosgrove
Mike Tosh
Gordon MacMillan
Neil MacDonald
Bill Boyes
Desmond Wilcox
Alex McCall

Subtitling Unit Man.
E Force Co-ordinator

ABERDEEN

Manager Aberdeen
Arthur Anderson

John-Macpherson’
Nick Ibbotson

APPENDIX 1.2: FACSIMILE OF THE DISTRIBUTION LIST DOR FIGURE 1.2.
WRITER'S PRESENCE AT THE TV PROGRAMNME.

(NOTIFICATION OF



From: Senior Assistant, Management Section
Policy and Planning Unit

Room &
puilding: 621 BH Tel BExtn: 4996 Date: 13.12.89
Subiject: BBC AND THE COMMUNITY BRIEFING PAPER

TO: John Balmer

Now that I have completed as much of my ‘grand tour’ as time
allows and am rather more sedentary, I wanted to take the
opportunity to thank you very much indeed for all your help with
my briefing. As well as being very interesting and useful, it

was also extremely enjoyable.

I was glad to have the opportunity to meet you, and hope we shall
meet again soon.

Andrew Corrie

AC/EAH

FIGURE 1.3 FACSIMILE OF LETTER OF THAKS REGARDING THE WRITER 'S ASSISTANCE TO A PAPER ON THE BBC AND
THE COMMUNITY
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escape the Kremlin

HE Kremlin tmage is about to
change. Tired of being Aunt Sally,
Auntie Beeb is fighting back. Out
gocs the defensive, stoney-faced attitude,
in comes a new positive mood, fuelled by
a government truce, unoflicially declared
when Margaret Thatcher left office.

Previously lambasted for treachery over
reporting of the Falklands and Belgrano,
and the US bombing of Libya, the BBC
hierarchy is emerging from the laager and
talking again of quality public service
broadcasting, commitment to the arts and
culture and investigative journalism.

On the way, it has to save £75m a year
to pay for wage rises and programmes.

T

Fourteen hundred jobs will also go, 200 of

them in Scotland.

Twelve months ago, BBC Scotland con-
strofler Pat Chalmers sat down to save just
- ander £2m as part of his contribution to
Funding the Future. On Tuesday, the
redun pentod runs out and«#42 posts
will have di red. A further 60 will

requirement - that 25% of programmes
must go to independent contractors.

Chalmers says he has had a difficult and
unpleasant task to undertake. It has been
achieved as painlessly as possible and
without any rancour and unpleasantness.
We are only grateful that we've done it
with dignity."”

The unions do not necessarily share his
view and are firmly of the belief that
quality is bound to suffer. They point to
the closure of the film unit, for example,

which was, for long, an ideal training

Vil hay ed. be »
scrapped by 1993 to'meet a government ”.-

Glasnost is a part of BBC Scotland
policy after the more defensive
line adopted during the Thatcher
years, as Bill Mackintosh reports

A specially-commissioned study by Scot-
tish Marketing Projects of Strathclyde
University found the BBC was reactive
and insular; has a poor standing in the eyes
of the public; has a demoralised staff; does
not take its own image seriously; pays too
much attention to its present difficulties
and possible threats to its future, and has
a weak and confusing visual corporate
image.

The BBC accepts some of that caticism
and 1s planning much more coggultation
with viewers and listeners to find 8t what
they think, as well as explaining what it
hopes to do. There are also moves to
smarten up the image, on the outside at

least, with new signposting. .. ... .
-Somg. of 'that survey wa A)litlé bit yhinea
naive — some of it was pmﬂ)n.l.ly true!

We're putting up new signs to make us
look more friendly, we're setting up a new

telephone inquiry service and we're 3oin1-

out more to meet the public.

“We'll be spending more on on-screen
promotion, because we’re conscious we are
slightly stoney faced and people find us a
little remote.”

At the same time, Radio Scotland has
carried out its own review of news and
current affairs and j§ proposing changes to
imprcve ils rcspec#d Good Morning Scot-
land programme as well as increasing con

tributions from the smaller stations dotted
around the country and revamping weekly
programmes. .

Radio journalists are concerned that
some of the proposals will blur the lines
between reporters and technical staff, who
will be asked to handle much more raw
material. They are also railing at plans to
cut the six o'clock and 10 o'clock news
bulletins to five minutes each. The BBC
says the moves will merely make the best
use of resources. '

Chalmers is generally happy with the
performance of a service which costs £42m
a year, half of it on staff costs, and which
broadcasts 9,500 hours of radio cach year.
Despite a dip in the BBC’s share of tele-
vision viewers, last year it broadcast al-
most 800 hours of programmes, making
170 hours for the network.

He points to the flagship news pro
gramme Reporting Scotland, which he say:
has been more than bettering the com:
might of the other two companies i
Sootland. There have also been very goos
reviews for Focal Point, drama, music and
arts which had suffered in the past.

“Comedy is the thing I am most prouc
of and, over 10 years, we have developec
a comedy department and brought it to the
heights. 1 am terribly chuffed that it ha:
grown from very small beginnings to inter:
national recognition.”

Sport is another area he feels has donc
well, with an increase in output to nearl)
200 hours a year. _

The competition with the independen
sector, bullishly typified by Scottish Tel

ground. There are also concemns
about morale.

Chalmers says: *l haven't
myself perceived any drop in
quality on the screen and on the
air, although people are having
to work harder and under

Alerent conditons.

“But we achieved the cuts
without having to cut output —
although only just; we wouldn’t
have had to take much more
yut of the system to have made
cuts in both radio and TV. It’s
not been easy but I've not seen
any change in quality on
screens and atrwaves and that'’s
where it counts.

“As for monale, I've been in
the corporation 30 years and
cvery time you ask pcople they
say morale i1s low. | accept that
In certain areas, from time to
time, there may be problems
but [ don't believe that gener-
ally morale is low.”

At BBC headquarters in
Queen Margaret Drive, Glasgow,
— likened to the Kremlin, even
by Chalmers — it has been a
year of intensive navel-gazing.

FIGURE 1.4:

TV franchise battie hots up

SCOTTISH MPs are to meet
the I[ndependent Television
Commission this week to dis-
cuss the implications of the
new Channel 3 franchise
applications in  Scotland,
writes Sue Coutts, Media
Correspondent.

As part of the process of
public consultation the MPs
will be commentng on the
whole range of the applica-
tions including the program-
Mming, quality, regional
coverage and the amount of
Gaelic input.

Three companies have
applied to the ITC for a licence
to provide television services
in the North of Scotland
region — C3 Caledonia PLC,
Grampian Television and
North of Scotland TV. Com-
ments from the public have to
be sent to {TC by June 26.

The contenders are now

batlling to win ovef viewers.
Both Grampian Television and
North of Scotland Television
are munning adverts in the
local press as well as tounng
the region meeting local coun-
cil officials, businessmen and

the pubiic. '
NTV has signed up 14 inde-
pendent programme  pro-

ducers including Noel Gay
Television and Big Star in a
Wee Picture, fronted by Stuart
Cosgrove, who will produce a
weekly entertainment pro-
gramme for NTV. Cosgrove Is
now planning to open studios
in Perth.

The three bidders have also
been asked to put their ildeas
forward to both the Institute
of Directors and the Chartered
Institute of Marketing and to
the STUC, which has also
invited Border and Scottish
Television.

nl—

vision, is good for viewers, h
says. “In a sense, we are In tw
different markets serving th
same nation but doing differe:
things. ITV makes money {und.
mentally, that’s its job and ot
job is to make programme
“We're not in the business .
competing over the number

hours we produce. We'll be tr
ing to improve the quality of t
output, as well as the range, al
I won't be counting hours. Wt
I'll be counting on and insisti
on is that the quality of t
output will be maintained.

wouldn't be difficult to zap

the hours by dropping the qual
or the nature and the style

programme-making we're ¢ol
I don't want to do that. I thi
pcopie have an expectation

BBC programmes generally
my programmes In Scotlan
The BBC is committed S‘tgot I}'I
ing programmes within ;
and that reflect Scotland. S
Chalmers: “We must reinfo
and nurture our own culture :

reflect it elsewhere and iml

other people with a sense of |

FACSIMILE OF ARTICLE IN SCOTLAND ON SUNDAY WHEN CONTROLLER OF

SCOTLAND ADMITTED THAT SOME OF THE WRITER'S FINDINGS WERE "PAINFULLY TRUE"
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Auntiec Beeb 1s fighting back. Out
goes the defensive, stoney-faced attitude,
In comes a new positive mood, fuelled by
a government truce, unofficially declared
when Margaret Thatcher left office.

Previously lambasted for treachery over
reporting of the Falklands and Belgrano,
and the US bombing of Libya, the BBC
hierarchy is emerging from the laager and
talking again of quality public service
broadcasting, commitment to the arts and
culture and investigative journalism.

On the way, it has to save £75m a year
to pay for wage nises and programmes.
Fourteen hundred jobs will also go, 200 of
them 1n Scotland.

Twelve months ago, BBC Scotland con-
-troller Pat Chalmers sat down to save just
' ander £2m as part of his contribution to

Funding the Future. On Tuesday, the

redunda.gg jod runs out and«<42 posts

will have di . A further 60 will be

scrapped by 1993 to meet a government
requirement that 25% of programmes
must go to independent contractors.

Chalmers says he has had a difficult and
unpleasant task to undertake. ‘It has been
achieved as painlessly as possible and
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We are only grateful that we've done 1t
with dignity.”
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Glasnost is a part of BBC Scotiland
policy after the more defensive
line adopted dunng the Thatcher
years, as Bill Mackintosh reports

A specially-commissioned study by Scot-
tish Marketing Projects of Strathclyde
University found the BBC was reactive
and insular; has a poor standing in the eyes
of the public; has a demoralised staff; does
not take its own image seriously; pays too
much attention to its present difficulties
and possibie threats to its future, and has
a weak and confusing visual corporate
image.

The BBC accepts some of that criticism
and 1s planning much more coggultation
with viewers and listeners to find 8t what
they think, as well as explaining what 1t
hopes to do. There are also moves to
smarten up the image, on the outside at
least, with new signposting. ..

-“Somé of that survey was &little bit

naive — some of it was pai

We're putting up new signs to make us
look more frieindly, we're setting up a new
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telephone 1nquiry service and we’re goin
out more to meet the public.

“We'll be spending more on on-screen
promotion, because we ' re conscious we are
shghtly stoney faced and people find us a
little remote.™

At the same time, Radio Scotland has
carmmed out its own review of news and
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tributions from the smaller stations dotted
around the country and revamping weekly
programmes.

Radio journalists are concerned that
some of the proposals will blur the lines
between reporters and technical staff, who
will be asked to handle much more raw
material. They are also railing at plans to
cut the six o'clock and 10 o'clock news
bulletins to five minutes each. The BBC
says the moves will merely make the best
use of resources. |

Chalmers is generally happy with the
performance of a service which costs £42m
a year, half of it on staff costs, and which
broadcasts 9,500 hours of radio each year.
Despite a dip in the BBC's share of tele-
vision viewers, last year it broadcast al-
most 800 hours of programmes, making
{ 70 hours for the network.

He points to the flagship news pro-

gramme Reporting Scotland, which he says

bhas been more than bettering the com-

{wt of the other two companics in

There have also been very good
reviews for Focal Point, drama, music and
arts which had suffered in the past.

“Comedy is the thing I am most proud
of and, over 10 years, we have developed
a comedy department and brought it to the
heights. I am terribly chufled that it has
grown from very small beginnings to inter-
national recogmtion.”

Sport 1s another area he feels has done
well, with an increase in output to nearly
200 hours a year.

The competition with the independent
sector, bullishly typified by Scottish Tele
~ vision, is good for viewers, he

. says. “In a sense, we are 1n {two
1 different markets serving the
' same nation but doing different

' things. ITV makes money funda-

quality on the screen and on the
air, although people are having
to work harder and under

ATerent conditons.

“But we achieved the cuts
wrthout having to cul output —
although only just; we wouldn’t
have had to take much more
>ut of the system to have made
cuts 1n both radio and TV. It’s
not been easy but ['ve not seen
any change in quality on
screens and airwaves and that's
where 1t counts.

“As for morale, I've been In
the corporation 30 years and
cvery time you ask people they
say morale 1s low. [ accept that
in certain areas, from time to
time, there may be problems
but I don’t believe that gener-
ally morale 13 low.™

At BBC headquarters in
Queen Margaret Dnve, Glasgow,
— likened to the Kremlin, even
by Chalmers — it has been a
year of intensive navel-gazing
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the Independent Television
Commission this week to dis-
cuss the implications of the
new Channel 3 franchise
applications in Scotland,
writes Sue Coutts, Media
Correspondent.

As part of the process of
public consultation the MPs
wil be commenung on the
whole range of the applica-
titons including the program-
ming, quality, regional
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Gaelic input.

Three companies have
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to provide television services
in the North of Scotland
region — C3 Caledonia PLC,
Grampian Television and
North of Scotland TV. Com-
ments from the public have to
be sent to ITC by June 26.

The contenders are now

battling to win over viewers.
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North of Scotland Television
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local press as well as tounng
the region meeting local coun-
cil officials, businessmen and
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ducers including Noel Gay
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Cosgrove, who will produce a

weekly entertainment pro-
gramme for NTV. Cosgrove s
now planning to open studios
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The three bidders have also
been asked to put their ideas
forward to both the instiute
of Directors and the Chartered
Institute of Marketing and to
the STUC, which has also
invited Border and Scottish

Television.
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“We're not in the business of
competing over the number of
hours we produce. We'll be try-
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output, as well as the range, and
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on is that the quahty of the
output will be maintained. It
wouldn't be difficult to zap up
the hours by dropping the quality
or the nature and the style of
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people have an expectation of
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APPENDIX 1.5.

1.5. The BBC: its Creation and Constitutional Documents.

The precursor of the British Broadcasting Corporation was the British
Broadcasting Company which was established in 1922. It operated as a
commercial concern and was established by a consortium of radio
manufacturers to bolster sales of radiograms by providing a radio service.
In 1927 the status of the BBC changed when it was granted a Royal
Charter and became a Corporation: The British Broadcasting Corporation.

The Corporation operates under two constitutional documents - a Royal
Charter and a License from the Home Secretary. The Royal Charter 1s
granted by the Crown under its non statutory powers. The BBC's Charter
is determined by the government of the day. (Barendt 1992).

The importance of the Charter is that not only is it the source of the
Corporation's legal existence but it sets out the BBC's powers and
responsibilities. For instance, the Charter requires the appointment of a
Board of Governors. With regard to the National Regions of Scotland,
Wales and Northern Ireland there is a similar requirement to establish
National Broadcasting Councils.

Since the granting of the first Charter in 1927 the Charter has been revised
several times. Most of the BBC's Charters were conceived as lasting for
ten years. However, more recent charters have been granted for twelve
and in some cases for fifteen years. The present Charter was granted in
1981 and is due for renewal 1n 1996.

The other constitutional document of the Corporation is a “license and
agreement”. This is made between the BBC and the Government Minister
having responsibility for broadcasting (at the time of writing this being
the Secretary of State for National Heritage) Barendt (1992) stated that
the License and Agreement is more important than the Charter.

The license sets out the terms and conditions under which the Corporation
may broadcast. For instance the Corporation cannot express its own
views on matters of current affairs or public policy. One clause in the
License and Agreement which has been exercised in recent years has been
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the government's right to ban a programme or particular type of
broadcast, e.g. the decision taken in 1988 to ban interviews with
supporters of terrorist organisations in Northern Ireland.

Clause twelve of the License is important in that it provides one of the
distinct features of the BBC's identity, it forbids the Corporation from
advertising or relying on commercial sponsorship. Another characteristic
of the BBC, its supposed impartiality, is not enshrined in any
constitutional document. Rather, as Barendt explains, it is a self imposed
rule introduced by the BBC's governors.

It is the Corporation's reputation as a public service broadcaster which has
made it one of the most distinct broadcasting institutions. In a British
context, since 1993 only BBC and Channel 4 have been required to offer
programmes as public services. (HMSO 1992 p14).

The future constitutional arrangements when the present Royal Charter
expires in 1996 have been the subject of much debate. Towards the end of
1992 the government produced a Green Paper on the future of the
Corporation (HMSO 1992) with the BBC outlining its own vision In 1its
document "Extending Choice" (BBC 1992).

1.5.1. Governing and Managing the BBC,

Control of the BBC rests with its twelve governors who are appointed by
the Queen in Counsel. The powers of the governors are considerable and
include the appointment and removal of BBC staff. A particularly
dramatic example of this was the removal of the Director General of the
BBC - Alistair Milne - in 1987. The day to day management of the
Corporation is undertaken by the Corporation's principal executive officer
- the Director General - and a board of management. To the outsider the
BBC's operational structure and corporate hierarchy appears to be
byzantine in complexity. This can be seen in the BBC's Board of
Management which comprises a Director General, a Deputy Director
General, an Adviser to the Director General, a Chief Executive, 5
Managing Directors and 4 Directors. A little down the corporate
hierarchy are 20 or so Controllers. Further complication is caused by the
BBC's love of acronyms in identifying managerial positions. Whilst the
acronym DG is widely recognised as referring to the position of Director
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General, other acronyms are not so obvious: A HD Tel S indicates the
position of Assistant Head of Drama Television Scotland.

1.5.2. Funding

The Corporation's licence income in 1991-92 was £1.486.1 millions (HMSO
1992). Additional income comes from grants from the Foreign and
Commonwealth Office, from the Open University and from BBC
Enterprises. (BBC Annual Report 1991 p5). Income from these other
sources totals £40.7 million (HMSO 1992 p30).

The most significant income comes from the Home Office and is
generated by television license fee. This funds the Home Services of both
BBC television and radio. The radio license was abolished in 1971.

Funding also comes from the Foreign and Commonwealth Office - this
income supports the BBC's World Service. A third source of funding is
the Open University for the services provided for the University by the
BBC. Lastly, the corporation generates considerable income from "BBC
Enterprises” which sells BBC programmes, magazines etc. Pre tax profits
for BBC Enterprises in 1990 were £6 million whilst for 1989 this was £14
million. (BBC Annual Report 1991 p74).

1.5.3 Staff

The Corporation used to employ around 24,000 staff. It was planned that
this figure would drop to below 20,000 by the end of 1993 (BBC 1991 p?9).
In part this was a result of cost saving exercises and because of BBC's
obligation to allow a minimum of 25% of programmes to be made by
independent production companies.

The attraction of working for the Corporation is considerable. It being
estimated that some 80,000 people apply for positions within the BBC
every year. (BBC Annual Report 1991 p69).

1.5.4 ‘The BB(C's Audience

The reach of the BBC's broadcast output is considerable. Of all those that
watch television in Britain nearly 94% watch some BBC television in any

week. Some 58% of all radio listeners will listen to the BBC in the course
of a week. (HMSO 1992 p7).
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Even the broadcast output for the Open University generates a
considerable audience. Whilst there is a target of audience of 100,000
students reading for Open University degree courses, typically four

million people watch these programmes in an average week. (BBC
Annual Report 1991 p62).

The Corporation's largest audience is that for the World Service (radio).
This service has the biggest audience of any broadcaster in the world with
there being an estimated 120 million listeners worldwide not including
China where audience research is not permitted.

1.5.5 Range of Activities

The scope of the Corporation's activities are considerable. Although often
described as a monolith it has more in common with a conglomerate
(HMSO 1992 p24). The BBC commissions and makes radio and television
programmes; it provides studios, equipment and staff to make
programmes; it transmits programmes; it gathers news; is a provider of
educational services; it is a patron of the arts; undertakes social and
technical research; it trains production and engineering staff; it publishes
books and magazines; it sells its programmes to other broadcasting
organisations and raises finance for co-productions.

It is its broadcast services which give the Corporation its greatest
reputation. This includes a two channel television service and a five
station radio service. In addition it offers a World Radio and a World
Television service. With regard to 'regional' television transmission,
Scotland, Wales, Northern Ireland and the four English regions broadcast
television programmes for their own area. There was a total of some

16,639 hours of broadcast television output in 1990. (BBC Annual Report
1991 p79).

In contrast the five radio stations offer predominantly generic
broadcasting, this ranges from popular music on Radio One, light music
on Radio Two, classical music and drama on Radio Three, to news and
speech based broadcasts and education and sport on Radio Four.
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The 'national’ regions of Scotland, Wales and Northern Ireland have their
own national radio stations: BBC Radio Scotland, BBC Radio
Cymru/Wales and BBC Radio Ulster.

In addition there are thirty five local radio stations serving England and
seven community stations serving Scotland. In addition Wales, Northern
Ireland, Guernsey and Jersey have community stations.

There was a total of 252,772 broadcast radio hours 1in 1990. (BBC Annual
Report 1991 p79).

In addition the Corporation plays an important role with regard to serious
music; the BBC has five orchestras. These being The BBC Symphony, The
BBC Philharmonic, The BBC Scottish Symphony Orchestra; the BBC Welsh
Symphony Orchestra and the BBC Concert Orchestra. In addition the
Corporation commissions some thirty new works every year and runs the
popular Sir Henry Wood Promenade Concerts held primarily in the Royal
Albert Hall in London every summer.

The overseas broadcasts of the Corporation are another important activity.
This being covered in more detail in the following section.

1.5.6. The BBC World Service

The world service broadcasts in thirty six languages. This ranges from the
hourly weekly broadcast in Sinhala, to nine hours of Swahili, twenty
hours in Mandarin, forty six in Russian and two hundred and five hours
in English. Just as British listeners traditionally turn to the BBC at times
of crisis so do many overseas listeners. For example 37% of radio listeners
in Cairo and Alexandria in Egypt tuned into the BBC World service
during the Gulf Crisis of 1991. (BBC Annual Report 1991 p58). The
World Service has subscription agreements with Radio New Zealand and
British Forces.

In March 1991 the BBC extended its World output with BBC World
Service Television News. At present it only broadcasts to Europe but it is
anticipated that by the end of the century it will be broadcasting around
the globe. The former head of BBC Scotland who was Controller Scotland

during the writer's period of research in Glasgow, took up a senior
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position with this service in early 1992. With regard to world television
transmission the Corporation provides programmes for Finland,
Germany, Greece, Poland and Czechoslovakia. For instance Czech and
Polish television both carry BBC 1's six o'clock news.

Another function of the World Service is its monitoring unit based at
Caversham in Berkshire. The monitoring unit listens, records and reports
news generated from radio stations around the world. Some 280 million
words and over 700,000 stories being processed in a typical year. (BBC
Annual Report 1991 p57).
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APPENDIX TWO.
THE BBC AND BBC SCOTLAND: A REVIEW OF THE LITERATURE

2.0  Abstract

This section looks at the literature and the available research covering
(a) the BBC, and more specifically (b) BBC Scotland. As such this
chapter is divided into two parts reflecting the above. With regard to the
BBC in its totality there is a vast literature, this being epitomised by
Higgin's (1983) bibliography. Three writers are of importance with
regard to the BBC in the context of this dissertation namely Briggs (1961,
1965, 1970, 1979, 1985), Burns (1977) and Madge (1989). Lord Briggs
produced the authoritative history of British Broadcasting whilst Burns
and Madge examined the management style and internal culture
operating within the BBC in London.

The most significant research - that of Burns - is of limited value. This is
because Burns had no intention of his research material being regarded
as data or of his methodology being the subject of scrutiny. However,
the conclusions reached by Madge and Burns were revelatory in that
they showed the BBC was ambivalent towards public service
broadcasting; lacked public accountability; was excessively secretive and
had internal divisions. They concluded that the BBC's identity was
contrived. From the literature review it is apparent that there had been
little in the way of primary research undertaken within the Corporation.
The same was true of BBC Scotland. Moreover, the literature dealing
with BBC Scotland is sparse and is of limited value. For instance, there
does not exist a history of BBC Scotland. Thus, in the context of his
review of the literature the writer concluded that his research was
significant in a number of regards. First because the writer had
systematically collected and analysed data on the Corporation in order
to satisfy the requirements of an academic audience; second because 1t 1s
the only piece of primary research undertaken within BBC Scotland,;
third, no other researcher within the Corporation appears to have
enjoyed the same degree of access.

The first part of the literature review examines the literature dealing
with the BBC in its totality.
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2.1  Part A: The BBC Literature Review in Context

The British Broadcasting Corporation (BBC) has an extensive literature.
An indication of this ws given by Briggs (1961) who noted that there
were 6,500 items in the BBC archives relating to his first book which
deals with the BBC and its formative years. Of particular note is the
work of Higgin's (1983) who edited a bibliography covering the
Corporation and broadcasting in general.

The literature dealing with the Corporation has been broken down by
the author into various categories: (a) historical, (b) biographies and
autobiographies, (c) the organisation’s own publications, (d) Statutes, Royal
Commissions, Parliamentary Reports, (e) Government, BBC and other reports
and inquiries in the public domain, (f) confidential internal documents, (g)
newspaper articles and books written by journalists and (i) non-historical
academic research.

This review will refer to the most significant literature.

(a)  Historical

The most authoritative work covering the history and development of
the Corporation has been that of Lord Asa Briggs, Master of Worcester
College, Oxford. Briggs' history of British broadcasting runs to four
volumes: (vol 1, 1961, vol 2, 1965, vol 3, 1970, vol 4, 1979).

In addition to the above Briggs published a text on the first fifty years of
the BBC. Much of his writing specifically dealt with the BBC. Briggs
(1985) referred to other sources relating to the history broadcasting
including Black (1972). In addition Briggs listed those texts specifically
dealing with the various facets of the Corporation's history and work.
For mstance, on music - Kenyon (1981), Hill and Rees (1944), on drama -
Gielgud (1957), on variety and radio comedy - Took (1981), news -
Goldie (1977), on religion - Dinwiddie (1968) and so on.

(b)  Biographies and Autobiographies
A number of autobiographies have been written by leading figures

within the BBC. Of particular interest are those of former Director
Generals including Milne (1989) and Reith (1949).
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Lord Reith has become the subject of a good deal of attention in the
literature as a result of his important role during the Corporation's
formative years. For example there exist a number of biographies of
Reith including that by Milner (1983). Reith's importance is reflected in
this chapter with a section being devoted to the Corporation's first and
greatest Director General.

In addition, biographies have been written on other Director Generals of
the BBC such as Ferris biography of Sir Huw Wheldon (1990).

(c)  The Corporation’s Own Publications

These are extensive. The BBC has produced an annotated bibliography
edited by Higgins (1983) which includes the BBC's own publications,
speeches and lectures. Of particular importance to this section are the
Annual Reports and Accounts and the BBC's in house magazine "Ariel’.
Also of note is the consultation document “Extending Choice” (1992)
which contains the Corporation's response to its future role post the 1996
Royal Charter.

(d)  Statutes, Offical Reports efc.

There are numerous documents falling into this category including
Letters Patent granting armorial bearings (1927); and the BBC's Royal
Charter (1983). Within the BBC's annotated biography there are more
than 1,200 official government publications relating to broadcasting. In
addition between 1923 and 1972 some eighty official reports dealt with
broadcasting in Britain. The recent Green Paper "The Future of the BBC”
(1992) is also of note.

(e}  Nomn Official Reports

A number of political bodies and consultancies have produced reports
on or for the Corporation including The Adam Smith Institute (1984);
Green (1991), The Centre for Policy Studies; and The Incorporated
Society of British Advertisers (1993).

(f)  Internal Documents
A number of these were made available to the writer. They dealt with
BBC Scotland and with the Corporation in its entirety. The latter will be
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dealt with in the second section of this literature review. These
documents included the following.

- BBC (1989) Working Towards a new BBC Advanced Practitioners
Report.

- Clark B (1990) Corporate Internal Communications Report for BBC
Senior Management.

- Stanley-Jones GC Managing Director Regional Broadcasting. The
BBC's Regional Broadcasting Paper for the BBC. (date not given).

- BBC (1993) Staff Survey, Ariel, July.

(g)  Newspapers

The Corporation receives a good deal of coverage in the quality press
(The Daily Telegraph,, Financial Times, The Independent, The Guardian, The
Scotsman and The Times) in the form of articles and letters to the editor.
In addition the weekly magazine covering broadcasting ‘Broadcast
devotes a good deal of attention to the corporation.

Mention can also be made here of those books written in a journalistic
style such as Leapman's (1987)“The last days of the Beeb".

2.2  Primary Research: the work of Burns
The literature review revealed there had been little in the way of
primary research undertaken within the Corporation, there being two

notable exceptions: Burns (1977) and Madge (1989). Burns research will
first of all be discussed.

Professor Tom Burns, a sociologist, undertook research within the
corporation in 1963 and 1973 resulting in his book “The BBC: Public
Institution and Private World” (1977). His findings were described as
controversial by Briggs (1985 p324). Burn's research was concerned with
professionalism within the BBC: this being his research interest at the
time. Burns concluded that professionalism was in the ascendancy
within the Corporation, e.g. the tendency to professionalise jobs. His
research entailed interviewing well over two hundred people with some
twenty one of these interviews being recorded. Burns line of
questioning focused on four areas (a) the different commitments within the
organisation, (b) the different social systems, (c) the system of internal politics,
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(d) the career system and (e) the interaction of these systems. Burns stated that
his research methodology had more in common with anthropology than
sociology. Whilst Burns research is an invaluable source it is open to a
number of criticisms.

2.2.1 Burns Research: Criticisms
Four criticisms can be levelled at Burns research:

(a) his non-academic, methodological approach,
(b) his limited access within the BBC
(c) the emphasis given to his pre-understanding.

Each of these will be explained in more detail .

(a) His methodological approach is the major criticism of his
research: it is unsatisfactory from an academic perspective.

Thus, there is very little explanation of how the data was collected,
analysed and interpreted. This lack of rigour and the limitations of the
research were commented upon by Burns in his book.

"There is no question, therefore, of the interviews - or rather, the records and
transcripts made of them - serving as 'data’, to be subjected to analysis and
interpretation at a later stage”. (1977).

(b)  The access and scope enjoyed by Burns was limited.

His research was restricted to London and to, moreover, four sections of
the Corporation: technical, schools, staff administration and light
entertainment.

(c)  Too much emphasis was placed on his pre understanding, eg. of
the increased professionalism within the BBC.

However, Burn's findings are not without significance and as such are
discussed in the next section.

2.2.2 Burn's Conclusions

Burns research reached a number of other conclusions. Six are detailed
In this section: (a) the growth of professionalism; (b) confusion with regard to
Public Service Broadcasting; (c) the myth of the BBC identity; (d) the "BBC”
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type: a front; (e) the importance of the "BBC” type underpins the normative
system; (f) the lack of social acceptance and identity of the BBC.

(a) The Growth of Professionalism.
This was Burns major finding. He concluded that there was
increasing professionalism of roles within the Corporation.

(b)  Confusion with Public Service Broadcasting.
Burns concluded that there was ambiguity with regard to the
above with confusion over whether broadcasting should be for
the public good and public service or whether it should just keep

people happy.

(c)  The BBC as myth.
The BBC had cultivated its own importance as a protective
disguise. Burns stated that the BBC had

"behaved as though born of an impregnable centuries old tradition, its
history appears as one of unqualified and continued success”. (p296).

(d) The "BBC Type”: a front.
Burns described the "BBC type" as being a front. This front is
cultivated so as to impress their seniors (p45).

(¢} The "BBC Type": underpins the normative system.
The perseverance, and consistency of the BBC's styling of conduct
(this 'front') was important in that it was the essence of the
corporation’s normative system.

(f)  Lack of social acceptance and identity.
Burns concluded that the corporation did not have clear social

acceptance and identity and concluded that the

"BBC is even now I believe, comparatively immature and unformed
(n296).

The next section examines the research undertaken by Madge (1989) and
as detailed in his book.
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2.3  Madge's Findings

Madge concurred with Burns regarding the Corporation's confusion
about public service broadcasting and the ascendancy of
professionalism. Madge also came to a conclusion regarding the myth of
BBC quality and BBC accountability and questions the unique status of
the BBC's national identity.

(a) BBC Accountability and BBC as Religion.

Madge commented that broadcasters cultivated envy and awe whilst
trying to exude a bonhomie with their congregations. Further that the
BBC only valued the public in so far as it was expedient. Employees
were only accountable to the BBC hierarchy.

"They need ordinary people to accept the rite and the mysteries of their
enactments”. ( p2)

“The truth about accountability is that the BBC neither wishes to be, nor can be
fully accountable”. p27

(b) A sense of national identity.
The following quote represents Madge’s view with regard to the above

"The BBC has remained attached to its sense of being a ‘national” broadcaster as
if ITV despite its strong regionalism does not have a national character and
distinct identity”. p216

The next section examines the role of Lord Reith who was successively
the BBC's first General Manager, Director and Director General. Such a
view is invaluable to an understanding of the BBC and its original
corporate identity.

24  Lord Reith and the BBC's identity

- No review of the literature of the BBC and the question of the
organisation’s identity can ignore the pivotal role of Lord Reith. Reith
may be seen as the architect of the Corporation's identity.
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In this section examining the influence of Reith the following will be
examined: Reith's attitude towards the public; his vision of the BBC, its
identity and his attitude towards staff.

2.4.1 Reith and the Public

Reith saw the public as being open to growth and development and this
underpinned much of his thinking on the BBC. This Reithien concept
became known as public service broadcasting (PSB) a mix of
entertainment, information, education and improvement. This "Reithien’
vision being alluded to by Kumar in MacCabe (1986 p53) who explained
that Reith used the Corporation's broadcasting monopoly and thus its
influence

"to instruct and fashion public opinion, to banish ignorance and misery, to
contribute richly and in many ways to the sum total of human well-being.”

Reith eschewed the notion that programme content should be
determined by means of statistically measurable preferences or targets.
This led to Reith being lampooned for adopting a paternalistic attitude.
Reith defended this position in the following, somewhat magisterial
manner.

"It is occasionally indicated to us that we are apparently setting out to give the
public what we think they need - and not what they want - but few know what
they want and very few know what they need. In any case it is better to
overestimate the mentality of the public than to underestimate it.” Lord Reith
in Briggs (1961 p238).

2.4.2 Reith's Vision for the BBC

The literature revealed that Reith wished the BBC to become one of the
great institutions of State: a great British institution. The literature not
infrequently placed the BBC in this light. For instance a comparison is

often made between the Corporation and an established church. Smith
in MacCabe (1986 p87) stated that

“In the 1930s Reith came to think and feel about the BBC as if it were a kind of
national church, its producers a priesthood and himself a kind of cardinal or
pope, at times even perhaps a Messiah”.
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This comparison with the sacerdotal image of the Corporation was taken
up by the press. “The Times” in Milner (1983 p219) described the
entrance of Broadcasting House, in the following manner:

"1n the entrance hall a carved stone proclaims that the BBC is dedicated to
'Almighty God - John Reith being the First Director Genernl’. God’s Director

General one assumnies”.

The sacerdotal nature of the BBC is not as far fetched as it might first
seem. Madge (1983 p138) explained that at one point Reith was anxious
that the BBC should be given a Royal Charter which would give the
Corporation a

"Monopoly under God".

An example of Reith's vision of the status of the BBC can be seen in a
letter he wrote to Prime Minster Baldwin at the time of the public strike
during the Great Depression. Reith was writing in response to Baldwin's
request to broadcast to the nation.

"Assuming that the BBC is for the public interest and the Governors are
appointed to serve the public interest it follows that the govemment must serve

the BBC too”. (Reith in Madge 1989 p33).

Within the literature there appeared to be a consensus that Reith’s vision
largely came to fruition. Smith in MacCabe (1986) described how the
Corporation became something like the final arbiter on questions of
British culture. Smith explained that the idiom of “BBC English” was
created in order to overcome variations in regional dialect whilst the
"BBC Hymnbook” was published, so as to circumvent the problems of the
diversity of christian doctrine within Britain. Madge (1989 pp213-221)
went further than Smith and concluded that the BBC was of great
importance in a number of regards. He remarked that the BBC was
more important than the Church of England and the Royal Family. It
was part of Britain's cultural heritage with the BBC's history being
inextricably linked to contemporary Britain (pl0). Furthermore the
Corporation was part of Britain's democratic processes and constitutional
arrangements. MacCabe (1986 pl109) concluded the Corporation's

224



adherence to the Reithien philosophy resulted in the BBC becoming the
epitome and culmination of British National Culture.

More recently this point was taken up by the Secretary of State for
National Heritage (HMSO 1992 p5) who concluded that “In many ways,
the BBC has both embodied and communicated our national heritage”.

If the above comments are true then the identity of the BBC takes on an
added importance. This would imply that managing the BBC's identity
would affect not only the Corporation but the nation as a whole. This
would further imply that the underlying philosophy of the BBC should
be applicable to the nation as a whole.

Returning to Reith's vision for the BBC it can be seen that this was
essentially a vision for radio. Madge (1983 p9) made the point that the
Corporation's zenith was sometime between 1930 and the 1960s when
the Corporation was largely concerned with radio; more particularly
with a certain kind of radio, that found on Radio Four.

2.4.3 Reith and BBC Staff

Reith in creating the corporation's identity focused initial attention on
staff. Reith was anxious above all else, that there should be a feeling of
loyalty amongst staff. Given this he felt that everything else would
follow. An important part of this process was Reith's creation of a kind
of domestic diplomatic service otherwise known as ‘Administration’.
Burns stated that the Administrative wing of the Corporation was
imbued with the following characteristics.

“intellectual, based on the values, standards and beliefs of professional middle

classes, especially that part educated at Oxford and Cambridge”. (Burns
1977p42)

The importance of staff and internal structure to the Corporation was
observed by Malcolm Muggeridge (Muggeridge 1940). He portrayed the
BBC as a very secretive, exclusive, powerful and sinister institution.
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"the BBC came to pass silently, invisibly, like a coral reef, cells busily
multiplying until it was a vast structure, a conglomerate of studios, cool
passages along which many passed to and fro; a society with its kings and lords
and commoners, its laws and its dossiers and revenue and easily suppressed
insurrections”. (Briggs 1985 p.vi)

The next section reveals what the writer believes is a succinct expression
of Reith's philosophy and desired culture for the BBC. As far as he is
aware this is not covered in any detail in the literature.

2.4.4 "Quaecunque": Towards an understanding of Reith's vision

In reviewing the literature the writer found what may be seen as a
succinct expression of Reith's desired Corporate Identity and corporate
values. The source being in one of the two mottoes of the Corporation.

The BBC has two mottoes “Nation Shall Speak (Peace) Unto Nation” and
"Quaecunuqe” as detailed in "The Guide to the BBC” (1991 p49). The first
motto was devised by Dr Rendell one of the first governors of the
Corporation in 1927 and was adopted in the mid 1930s. "Quaenunque”
translated as “"Whatsoever” was the motto which Reith selected and it is
the latter motto which is of interest. This is shown on the following
page. Documents in the College of Arms, London, seen by the writer,
showed that Reith's motto was formally minuted by the College.
However the Board of Governors preferred the original motto and
decided that it should be the one to be in common usage. Whilst this at
first seems a small point Milner's (1983) text details Reith's annoyance at

the decision to use the original motto as Lady Reith related when he
arrived home.

“John was so upset he developed indigestion, a rare affliction for him. He took

three tablespoonfuls of syrup of figs, though Muriel begged him not to”.(Milner
198 p169).

This begs the question why Reith should be attached to "Quaecunque” .
Both BBC mottoes had their source in Scripture. Reith as a strict
Presbyterian would have had an intimate knowledge of Scripture and
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thus the source of his preferred motto takes on a greater significance. As
such the scriptural text was examined.

"Quaecunque” 1s taken from St. Paul's Epistle to the Phillippians chapter 4
verse 8 and "Quaecunque” or "Whatsoever” refers to the following passage
in its entirety.

"Whatsoever things are true, whatsoever things are honest, whatsoever things
are just, whatsoever things are pure, whatsoever things are lovely, whatsoever
things are of good report: if there be any virtue, and if there be any praise think
of these things”. (King James Version of the Bible 1967).

The above, on its own, gives a reasonably clear picture of the values
Reith wished to instil in the BBC. However the writer examined a
number of commentaries and footnotes on the above passage. He found
the footnotes in the Douay Bible (1956) to be revelatory. The following
summarises the commentary of this Pauline text.
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Text

"Whatsoever

things......

............ are true:

.. are modest:

..... are just:

.are holy:

..are lovely:

..are of

good report:

(fame)

"QUAECUNQUE"

ommment

rectitude of mind and sincerity of heart.

gravity in manners, modesty in dress and decency
i conversion.

in dealing with others to be fair and honest.

Chastity and sanctity - for those in religious vows.
(clearly not so relevant! Although Reith did
demand high moral values. eg, Reith demanded
that Eckersley, a senior manager resign over an
extra-marital affair.

to practice those good offices in society that procure

 us the esteem and good will of our neighbours.

by our conduct and behaviour we should edify our
neighbours and give them good example by our
actions,

Text taken from St. Paul’s Epistle to the Phillippians chapter 4 verse 8.
Commentary from The Douay Bible (1956).

This text and explanation appears to encapsulate three important
characteristics Reith wished to instil within the Corporation: the “BBC
matnner”, public service broadcasting, and reputation - the BBC's status as
a great and respected national institution.

There is no denying the importance of this motto to Reith. Reith
stipulated that it should be this motto which should appear in the

entrance of Broadcasting House.

(Milner 1983 p189). When Reith was
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elevated to the peerage the motto he selected for his armorial bearings
was Quaecungue”. The writer obtained a facsimile of the armorial
bearings from the Court of the Lord Lyon, Edinburgh, which is shown in
the following page.

The above may be compared with the BBC's recent document "Exfending
Choice". This identified four roles for the BBC in the future: inform the
national debate; express British culture and entertainment; create
opportunities for education and provide effective communication
between the United Kingdom and abroad (BBC 1992 p19). In other
words to “inform, educate and entertain™: qualities which are encapsulated
in Reith's motto. However, the passage from which "Quaecunque” is
derived is more comprehensive than the four roles described above as it
indicates the values to be shared among personnel and moreover the
relationship with the public and the normative role of the BBC in the life
of the nation.

The "Reithien" motto may be seen to represent many of the qualities and
values which were traditionally associated with the Corporation. It may
also be seen as representing the traditional image the British wish to
hold of themselves. The paradox is that this expression of Reith's
philosophy is hardly, if ever, mentioned in the voluminous literature on
the Corporation.

The next section examines the literature dealing with the relationship

between BBC headquarters and the regions as well as the Corporation's
branding policy.

2.5  Regional Broadcasting and Branding
For the purpose of this dissertation the author has identified two areas

which are of interest (a) the BBC and Regional broadcasting and (b) the
BBC and branding.

(a) The BBC & Regional Broadcasting

Whilst the efficacy of regional broadcasting is now firmly established
within the Corporation and is enshrined in chapter ten of the
Corporation's Royal Charter (1983), this was not always the case. For
instance, the efficacy of regional broadcasting was, for example,
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questioned in the BBC's formative years, ( Briggs 1961 p396), and again
in the post war period. Thus tensions between the centre and the
regions have been an on going concern. More recently the rationale for
regional broadcasting has been explained by Geraint Stanley Jones, the
BBC's Director of Regional Broadcasting.

"The purpose of regional broadcasting is to report, celebrate, articulate and
generally represent that part of a people’s sense of identity which derives from
the place and region where they live. It is as simple and as complicated as that.”
(BBC International Documeiit)

This idea of regional broadcasting being a paradigm of cultural values 1s
almost Reithein. This would imply that the normative role of the BBC in
the cultural and constitutional life of the nation is to be extended to the
countries and regions making up the United Kingdom. There are other
statements which lend support to the above and which, suggest a
disparity between the interests of BBC Headquarters and those In
regional broadcasting. |

"If I am right and much television becomes increasingly rootless - with the
possible exception of news - then it must surely be a prime aim of public service
broadcasting to make good that omission”.

(b) BBC and Corporate Positioning.

The literature has, over recent years, demonstrated that the BBC has
attempted to communicate its distinctiveness. This can be seen in
articles dealing with the Corporation's recent change of visual identity:
with the BBC adopting a clearer 'endorsed’ system and clearer on-screen
identities. The latter being undertaken by the visual identity consultants
Nambie Bairn and Co. who were responsible for Channel Four's identity.

There are a number of strategic reasons why the Corporation has become
increasingly concerned with branding.  These reasons include
emphasising the scope and breadth of the Corporation's work in order
that the license may be seen to represent value for money; to
demonstrate the cohesiveness of the BBC and thus make the possibility
of the piecemeal 'privatisation’ of the Corporation less likely. Lastly, to
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strengthen the Corporation's position prior to the renewal of the Royal
Charter in 1996.

This increased emphasis on a quasi monolithic branding structure is of
importance to the national regions in that in emphasising the oneness of
the BBC weakens the identity of the regions. Thus, the new branding
policy of the Corporation represents something of a paradox for the
regional management boards. This conflict of interest was articulated an
internal BBC paper by the Director of Regional Broadcasting who stated

"In these days of increasing competition we need to stress more strongly and in
vision the BBC origin of our programmes. Question to be resolved - how do we
incorporate the BBC logo”.

Continuing he stated that

“Regional identification is also important. Combining the two will not be easy
but must be achieved.”

From the literature the writer concludes that the Corporation has
undergone several changes of identity. These will be discussed in more
detail in the next section.

2.6 The BBC's Changing Identity
The BBC has undergone several periods of change which may be
described in the following manner:

(a)  Technical Identity (1923-1927)

The literature showed that the Corporation was not founded as an
important British or cultural institution or as a far sighted measure of
sociological planning but as a means of overcoming technical difficulties
caused by the scarcity of wavelengths. Eckersley (1942 p46) - one of
Reith's senior managers - commented that

“(the BBC) existed so that the wireless trade could profit by selling receivers” .
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This identity may be said to have existed since the BBC's foundation in
1923 (as the commercial British Broadcasting Company) until the
granting of the BBC's first charter in 1927.

(b)  Reithien Identity (1929-1960s)
With the granting of a Royal Charter in 1927 the BBC (now the British
Broadcasting Corporation) underwent a dramatic change. It was during

the three decades that the traditional image of the Corporation was
nurtured by Lord Reith.

The main tenet of the BBC was its emphasis on public service
broadcasting which as the recent Green Paper (HMSO 1992 p14) on the
BBC pointed out was formed in the belief that broadcasting frequencies
as a scarce public asset should be used for the public as a whole in order
to provide services which combine information, entertainment and
education.

In addition, Reith saw the BBC as being the summation of British culture
and as such it occupied a unique place among British institutions. The
following quote by Milner illustrate these points

"Reith decided to remove broadcasting from the clutches of the business

fraternity, and place it where it belonged - on the altar of God” (Milner 1983
p112)

"an additional established church, a source of authority over the language, an

arbiter of cultural taste, a national musical impresario and a reinvigorator of
national dramas and songs”. (Milner 1983 p62)

Underpinning the BBC's institutional role was what became better

known as ‘the BBC type’. Burns (1978 p99) described the senior members
of this group as

“a cultural corps d’elite, cementing in a very English way the worlds of

gentility, government, the higher professions and the high table in a social
combination of the well connected.”
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2.6.1 The Probleins Facing the Corporation

From the literature it appears that the Corporation has a confused
identity. The literature reveals differences of opinion as to what the
BBC's identity should be. The following quotes demonstrate something
of the confusion with regard to the Corporation's present position. These
quotes illustrate the BBC's lack of purpose; its confused objectives; the
relevance of Reith's vision; the need to differentiate between the services
of the BBC; the BBC as an institution.

(i)  The BBC's lack of purpose.
"(The BBC) ... enfeebled by what seemed a chronic lack of purpose” (Leapman
"The Last Days of the Beeb” 1987 p11).

(ii)) The BBC's Confused Objectives.
"... the lack of clarity of the BBC's aims and objectives and the apparent

inability of Managers and staff alike to grasy the message behind the Five Year
Plan...” (BBC Internal Report 1989).

(iii)  Differentiation between the BBC as an institution and as a
service, '

"...we do have to separate the institution of the BBC from the service, what they

do. Put pressure on the institution, don't start hacking the service”. (G Dyke,

London Weekend Television. (“The Independerit”, 16 November 1991).

(iv) The relevance of Reith’s vision
These three quotes illustrate the argument that Reith's vision is no longer
apposite for the BBC.

(a) The need to replace Reith's vision
"(The Department of National Heritage).. would welcome some statement

recognising the need for a new vision replacing that of Lord Reith who founded
the Corporation”. (The Independent 9th May, 1992).

"These networks (Radios 3 & 4) are two of the last locations in British life of
that impulse to privacy which is traditionally associated with literacy,; and since
the Olympian paternalism of Lord Reith (accountable only to God) has long been

the stuff of fossils, this may be the oddest survival of all”. (M Cropper, "The
Times”, January 14th 1992).
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From the literature it appears that the Corporation has a confused
identity. The literature reveals differences of opinion as to what the
BBC's identity should be. The following quotes demonstrate something
of the confusion with regard to the Corporation's present position. These
quotes illustrate the BBC's lack of purpose; its confused objectives; the
relevance of Reith's vision; the need to differentiate between the services
of the BBC; the BBC as an institution.

(i)  The BBC's lack of purpose.
"(The BBC) ... enfeebled by what seemed a chronic lack of purpose” (Leapman
"The Last Days of the Beeb” 1987 p11).

(i) The BBC's Confused Objectives.
"... the lack of clarity of the BBC's aims and objectives and the apparent

inability of Managers and staff alike to grasp the message behind the Five Year
Plan...” (BBC Internal Report 1989).

(iii) Differentiation between the BBC as an institution and as a
service,

"...we do have to separate the institution of the BBC from the service, what they

do. Put pressure on the institution, don't start hacking the service”. (G Dyke,

London Weekend Television. (“The Independent”, 16 November 1991).

(iv) The relevance of Reith’s vision
These three quotes illustrate the argument that Reith's vision is no longer
apposite for the BBC.

(@) The need to replace Reith's vision

“(The Department of National Heritage).. would welcome some statement
recognising the need for a new vision replacing that of Lord Reith who founded
the Corporation”. (The Independent 9th May, 1992).

"These networks (Radios 3 & 4) are two of the last locations in British life of
that impulse to privacy which is traditionally associated with literacy; and since
the Olympian paternalism of Lord Reith (accountable only to God) has long been

the stuff of fossils, this may be the oddest survival of all”. (M Cropper, “The
Times”, January 14th 1992).
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"The paternalism of John Reith, whose aim was to give people what he
considered good for them rather than what they fancied they wanted, would
command little sympathy today”. (BBC Annual Report 1992 p2).

In contrast the following three quotes demonstrate the desire to nurture
the Reithien legacy. The present Director of the BBC would appear to
hold this view and thus be in disagreement with the BBC's Chairman.

(b)  The need to nurture the Reithien Legacy.

"Radio 4, a subtle, hybrid distillation of national eccentricities and Reithien
paternalism, is utterly our own and is now, of course, seriously threatened. (B
Appleyard, The Independent, 6 January 1991).

"All around the world, the BBC is synonymous with high-quality programimies
and first-class production values”. (Lord Briggs et al 1992).

"The BBC at its best has not pandered to the public. Pandering is what you get
in an intensive commercial environment where people are consistently worried
about their audience share.” (John Birt, "The Guardian”, 28 November, 1992).

(c)  Perhaps the BBC should take Radio Scotland as a model and resume its
historic role of providing a kind of cultural focus for the nation, a central
repository of shared values, rather along the lines of Matthew Arnold’s idea of a
clerisy”. (Bradley "The Daily Telegraph”, 7th October 1989).

The latter provides a natural link to a review of the literature which
deals specifically with BBC Scotland. First of all the main conclusions
drawn from the literature on the BBC in its entirety will be discussed.

2.6.2 Literature Review of the BBC: conclusions
In summary the literature review revealed the following.

- the lack of empirical research undertaken by an academic In

management. This is symptomatic of the BBC being an inherently
secrefive organisation.
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2.7

research undertaken by Burns (1978) and Madge (1989) who may
be criticised for lack of rigour in their methodological approach.
Burns pointed out that he did not intend his research to be the
subject of analysis and academic scrutiny

much of the significant literature examines the Corporation from
an historical perspective, eg. the works of Lord Briggs

there is a difference of opinion as to whether the Corporation has
an identity. Burns (1977) affirmed that the BBC does not, whilst
MacCabe (1986) concluded that the BBC's identity culminated
under Reith

there 1s a consensus that the Corporation has exerted an major
impact on British Society and culture

the writer concludes that Reith's preferred motto for the
Corporation, eg. "Quaecungue” (which is occasionally used on its
grant of arms and was used by Reith in a personal capacity) may
be seen as a succinct expression of the standing enjoyed by the
Corporation and the manner in which BBC personnel were to
conduct themselves.

BBC Scotland Literature Review: Introduction.

The second part of the literature review specifically deals with BBC
Scotland.

As with the previous section the writer has broken the literature down
into a number of sections. These being (a) historical, (b) biographical and
autobiographical accounts, (c¢) BBC publications, (d) Statutes, Royal
Commissions, Parliamentary Reports, (e) Government, BBC and other reports
and inquiries in the public domain, (f) Confidential Internal Documents, (g)
Newspaper Articles and (h) research commissioned by BBC Scotland.

Each of the above categories will be examined in the following sections.

237



2.7.1 Literature Review: Sources

No concise account of the history of broadcasting in Scotland exists. This
observation was made by Lord Briggs (1985 p407). The lack of any text
specifically dealing with BBC Scotland seems surprising in light of the
important role Scots have played with regard to the history of
broadcasting, eg. Logie Baird (inventor of television), Alistair Milne (a
recent Director General) and Lord Reith.

However there are a number of sources dealing with particular facets of
BBC Scotland's history.

(a) BBC Scotland: historical accounts

Whilst there does not exist a history of BBC Scotland - facets of BBC
Scotland's work have been placed in an historical perspective. For
instance, there is "The history of the BBC Scottish Symphony Orchestra”
(Purser 1987); "The First 15 years of Scottish Broadcasting” (ed Burnett
1938); "The First Twenty Five Years of Radio Broadcasting in Scotland”
(Dinwiddie 1948) and "A Pictorial History of the First Thirty Years of
Broadcasting” (BBC 1953). In addition there are pamphlets which
contain speeches made by Reith and others to celebrate forty years of
broadcasting in Scotland (BBC 1963) and more recently fifty years of
broadcasting in Scotland (BBC 1973). However, for the most part this

information is of little interest with regard to the focus of research for
this thesis.

(b)  Biographical and Autobiographical Accounts.

There are a number of sources falling within this category including
Falconer (1978) a former head of Religious Broadcasting in Scotland;
Hetherington (1992) a former Controller Scotland; Lockhart (1973) a well
known Scottish broadcaster; and Macleod (1947) describing the
organisation in its formative years.

I'wo autobiographical publications are also of note in that they are both
written by former Director Generals of the BBC who are of Scottish
descent: Milne (1988) and Reith (1949).
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Milne's account is of additional interest in that he was a former
Controller Scotland. Milne devoted a chapter of his book to his period as
head of BBC Scotland pp 45-56.

More recently Alistair Hetherington (1992) wrote about his period as
Controller Scotland 1975-1980.

(c)  BBC Scotland Publications

The Corporation has produced little in the way of published material
dealing with the BBC in Scotland. Examples include “BBC Scotland -
Serving the Nation” (1988); a BBC Fact sheet on BBC Scotland (1981); and
"Transmitter Development in Scotland BBC" (1976).

Occasional leaflets and brochures are produced including that for the
opening of the restored studios in Edinburgh (1990).

(d)  Statutes, Royal Commissions, Parliamentary Reports.

For the main such documents are normally concerned with the
Corporation in its entirety. However, there are some documents of note.
For example Chapter Ten of the BBC's Royal Charter (1983) specifically
deals with the National Broadcasting Councils and broadcasting in the
three national regions.

Other sources which may be included in that category include the Report
of the Committee on Broadcasting Coverage HMSO (1974).

In addition the two reports by the Saltire Society which made
recommendations for broadcasting in Scotland (1944, 1946) may usefully
be included 1n this section.

()  BBC Scotland: Internal Documents
During the period of research at Broadcasting House Glasgow the writer
was given access to a number of internal documents.

The following list being some of the most significant items.

BBC (1988) Radio Scotland Objectives Report to The Broadcasting Council
for Scotland.
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BBC (1989) Public Service Broadcasting The Broadcasting Council for
Scotland.

BBC (1980) Radio Scotland Seminar: Strachur Syndicate Reports.

(f)  Newspaper Articles

As part of the literature review a regular review was kept of relevant
articles in the Quality Scottish and British Press. The press cutting
service existing within BBC Scotland made this task particularly easy.

(89  Research Comimissioned by BBC Scotland.
Among the research commissioned by BBC Scotland were the following;:

BBC (1989) Scotland Channel Image and Presentation, BBC Broadcasting
Research Special Projects Report.

BBC (1989) Radio Scotland Broadcasting Research Special Research
Projects Report.

McCann Matthews Millman (1989) BBC Scottish Symphony Orchestra:
Marketing Audit and Report First Draft.

System Three Scotland (1992) - Attitudes to the Media in Scotland
Commissioned by The Broadcasting Council for Scotland.

In addition the writer examined earlier research commissioned by the
Broadcasting Committee for Scotland. The most notable example being
the research undertaken by System Three (1974) for the broadcasting

Council for Scotland into attitudes with regard to Broadcasting in
Scotland.

(h)  Texts dealing with Scottish history and institutions.

As the identity of BBC Scotland is inextricably linked to the country of
Scotland an examination was made of several texts on Scotland. Among
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the texts referred to are those by the Daiches (1977), Kellas (1980), and
Nairn (1967).

The following sections outline some of the significant points derived
from the literature.

2.8  BBC Scotland's Literature: Principal Themes

The literature review reveals that historically there has been some
tension between Glasgow and London; that the desirability for a
dedicated Scottish broadcasting Service has been questioned; that press
criticism of BBC Scotland has been a constant feature over the last
seventy years and also the difficulty of articulating the nature of Scottish
culture through broadcasts without referring to stereotype images.

The literature dealing with recent developments within BBC Scotland
suggests there being a divide between Glasgow and the community
stations: with audience research showing confusion over the Ilink
between Radio Scotland and the Community Stations. This has lead to
confusion with regard to BBC Scotland's identity. For the main the
public equates BBC Scotland with BBC 1 television rather than with
Scotland's principle bi-media broadcasting service.

The following sections briefly illustrate the literature covering the above
points.

2.8.1 BBC and Regional Broadcasting
The desirability of regional broadcasting was mooted from the very
earliest days of the BBC (Briggs 1985 p131).

Eckersley one of Reith's senior managers noted in 1929 that

“The Regional Scheme exists to give certain Regions programmes having

Regional significance or, to put it another way, local culture”. (Briggs 1965
p306)

However the status of regional broadcasting has at various times been in
doubt. For example, neither Wales or Scotland were mentioned 1n
broadcasting plans post World War Two.
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More recently the objectives of regional broadcasting were identified by
a Director Regional Broadcasting in the following way stating that its
function was

“to report, celebrate, articulate and generally represent that part of a people’s
sense of identity which derives from the place and region where they live”.

However, over recent years the status of the regions has been far from
secure.

A statement made by Geraint Stanley-Jones (former Managing Director
of Regional Broadcasting) noted that the BBC in the future will diminish
at the grass roots level in favour of the national. Geraint-Jones goes on to
say that

“(the BBC) is organisationally better suited to the national than to the regional;
so it isn't surprising that the Corporation has been caught throughout its
existence in the dilemma that, on the one hand public service broadcasting must
involve regional broadcasting, and on the other the belief that it is complicated,
expensive and troublesome.”

This unease can be shown with particular regard to the London-Glasgow
relationship which is the basis of the next section.

2.8.2 The London-Glasgow relationship.

Historically the London-Glasgow relationship appears to have been
fraught. From a Glasgow perspective the BBC's London headquarters
were seen as ambivalent to events within Scotland.

Briggs observed that whilst Scotland and Wales were countries rather
than regions they had always figured in the Regional plans of the
Corporation.

A more recent source Milne comments on this very point (1988 p52).
Milne noted that when he took over as Controller Scotland the
atmosphere between BBC Scotland and London was in his own words
"not happy”.
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The reason why there is this tension can be explained by the
organisational structure of the Corporation and the fact that the status of
Regional Broadcasting has at various times been questioned.

Again, with reference to another recent source Hetherington (1992 p82)
voiced his frustration that BBC Scotland was not treated as a Directorate
within the Corporation and noted that even though he was head of the
BBC Scotland (Controller, Scotland) he was, nevertheless accountable to
many BBC figures including seven Directorates.

Giving an example of the difficulties this bureaucratic structure can
cause Hetherington relates how he was required to notify 58 BBC
managers based in England in order to get clearance to spend £800 for a
new style of typeface for TV titles and credit. (Hetherington 1992 p10).

In an historical context the literature demonstrates that there has been
considerable frustration in the London-Glasgow relationship. Milne
(1988 p32) with reference to a former Director General stated that the
latter regarded Scotland as his own particular form of Siberia.

Lord Briggs (1985 pp78-79) also referred to the tensions between
Glasgow and London. Briggs cited the critic, George Richards who
wrote disparagingly about the way Sir Allan Powell (Chairman of the
Board of Governors) treated Scotland.

"The chairman of the Board of Governors tends to think of Scotland in terms of
the Metropolitan Asylums he formerly served so well as an administrator”.

However Glasgow's relationship with London appeared to be somewhat
schizophrenic, with there being by necessity a good deal of politicking.

Leapman (1987) noted that controlling a BBC Region is a deft balance
act. On the one hand is the desire to contribute as much as possible to
network for the sake of prestige and morale, whilst on the other hand
wanting to gain maximum autonomy from London.

If this was the case then the present structures operating within the
Corporation appear to have institutionalised the schizoid relationship.
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2.8.3 Quality of Output and Press Criticism
Press criticism of BBC Scotland and the quality of its output has been a
common feature throughout the organisation's history.

Criticism has not simply been limited to the press. As the following
quotations demonstrate a Chairman of the BBC's Board of Governors, a
Controller Scotland, an official report and internal documents of BBC
Scotland all comment upon the poor quality of programming.

Placing criticism of BBC Scotland in an historical perspective “The
Scotsman” noted on 21st July, 1945 that

"In Scotland criticism of BBC programmes had for long been “almost a national
pastite”.

More recently Hetherington (1992) related the concern of Lord Swann as
chairman of the Board of Governors with regard to the quality of
programmes in Scotland when he was appointed Controller Scotland.

"(Lord Swann) made it clear that there must be a rapid improvement in quality
and quantity”.

Hetherington commented that the criticism of stodgy output was
justified and also referred to the Annan Report which concluded that
BBC Scotland's output was mediocre.

There have been more recent examples. An internal document relating
to radio broadcasting stated that

“at times our output is inferior to that produced elsewhere”. (Strachur Weekend
Conference for Radio Managers 1989).

Particularly damaging was BBC Scotland's television coverage of that
quintessential Scottish celebration 'Hogmanay’, which heralded

Glasgow's year as European City of Culture in 1990. This caused one
journalist to write
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“As an example of Scotland’s cocky ability to teach others how to bring in the
New Year the whole affair was an embarrassment. The only relief for cringing
viewers was the knowledge that the live broadcast of the fiasco was restricted to
north of the border”. ("The Sunday Times” 7th January, 1990).

2.8.4 Radio: Relationships within Scotland

Internal documents also revealed there to have been tensions between
Radio Scotland and the local radio stations. This was exemplified by the
nomenclature of these stations; the local stations had variously been
called “community” and sometimes “out” stations. The label “out
stations” referred to the fact that such stations ‘opt out” of Radio Scotland
broadcasts at various times during the day. One internal document of
BBC Scotland contained the following

“The use of the term “out stations” contributed to a feeling of mistrust, of "them’
and ‘us’ whether the "them’ was Glasgow or Inverness, and the ‘us’ was Orkney
or Glasgow”. (Strachur Weekend Conference for Radio Managers 1989).

2.8.5 Radio Scotland's concern with image.

The literature revealed that one of the major concerns of Radio Scotland -
if not its major concern - was its identity. One internal document stated
that

"The prime objective is to give Radio Scotland a clear identity. This will mean
the development of clear presentation of the station identity on the air and in
print”.

However there is evidence to suggest that Radio Scotland's identity was
expressed in its diversity. In other words the Reithien concept of Public
Service Broadcasting applied in a Scottish context.

2.8.6 Audience Perceptions

Among the public there appeared to be confusion as to BBC Scotland's
identity. Research undertaken by System Three concluded that BBC
Scotland was regarded as the BBC in Scotland rather than a service in its
own right; as being strongly British and as being equated with
television.
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Importantly BBC Scotland was not seen as being part of the Scottish way
of life but as essentially a British channel.

The BBC's own research on Radio Scotland showed the public as
regarding Radio Scotland as being ‘traditionally Scottish’. In addition
there was confusion over the links between Radio Scotland and the
community stations. Furthermore many respondents were unaware that
Radio Scotland was part of the BBC.

2.8.7 The Identity of Scottish Broadcasting

Expressing Scotland's identity in broadcast output appears always to
have been problematic. This problem being noted by a number of
sources who note the reliance on 'traditional' cultural forms in
expressing Scotland's identity. The following two quotations from the
BBC illustrate this dilemma.

“there are no tools which the artist can inherit from the past which are not

tainted, warped, blunted by the uses to which they have been put”. (Scottish
Reels 19 ).

"There was a broad consensus that a significant proportion of our potential
audience see Radio Scotland as having a traditional tartan and bagpipe image”.
(Strathur Weekend Conference for Radio Managers 1989).

This raised the question as to what is meant by Scottish culture. A
number of internal documents of BBC Scotland deal with this point.

While these documents expressed BBC Scotland's dissatisfaction with
how it was seen, there was no clear vision as to how it wished to be seen.
One internal document went so far as to question the feasibility of one
channel reflecting Scotland in its entirety.

"given the diverse nature of Scottish life, any attempt to define any single, all-

embracing image was doomed to failure”. (Strathur Weekend Conference for
Radio Manager 1989).
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2.9 The literature on BBC Scotland: Conclusions
A number of conclusions were drawn from the literature on BBC
Scotland.

(a)  BBC Scotland was one of the least researched parts of the Corporation: to
date it is the only national region which has not had its history
published. Furthermore to academic research in management appears to
have been undertaken on BBC Scotland.

(b)  Criticisms of BBC Scotland’s output have come from inside and outwith
the organisation and have been a common feature throughout its history.

(c)  Historically the London-Glasgow relationship has been difficult.

(d)  BBC Scotland’s relationship with London was schizophrenic. As a
region BBC Scotland desired maximum independence whilst at the same
time wished their programmes to be part of the network broadcast.

(e)  There were conflicts between the community radio stations and Radio
Scotland.

(f) There was some doubt as to what extent BBC Scotland can realistically
represent a Scottish identity.

(g)  Research showed there to be confusion among the Scottish public
regarding BBC Scotland’s identity.

2.10 Comparisons between the BBC and BBC Scotland

The literature revealed clear differences in the perceptions and status
accorded to the BBC and to BBC Scotland. Explained very simply the
BBC is seen to be a major British institution in a way that BBC Scotland is
not seen in a Scottish context.

This is intriguing because British culture is less defined than Scottish
culture. Yet, the BBC clearly regarded itself as being a British institution
par excellence. Madge (1989) concluded that the Corporation was more
important than the Established Church (in England) and the Royal
Family. Furthermore that the Corporation was part of the British
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Democratic process. MacCabe (1986) stated that the Corporation has
become the epitome of British National Culture.

From the literature BBC Scotland was not seen as holding such a pivotal
role in Scottish culture and life. Yet, of all Scottish institutions BBC
Scotland is the one which is best placed to assume this role. The
perceived lack of importance of BBC Scotland to Scottish culture affords
one explanation why there does not exist a history of BBC Scotland and
why there does not appear to have been any research undertaken within
the organisation by a management academic.

The literature revealed that historically there had been criticisms of the
quality of BBC Scotland's output. This being indicated by the Chairman
of the BBC Board of Governors, a Controller Scotland, staff and the
printed media. Unlike the BBC in its entirety BBC Scotland does not
have an established favourable image. '

211 Summary

The literature on the BBC is extensive. Of particular note has been the
contribution-of Lord Briggs who wrote an in depth history of British
broadcasting: for the most part this represents a history of the BBC.

The literature revealed the important role of John Reith in determining
the characteristics and reputation of the BBC. In several respects Reith's
vision came to fruition. Madge (1989) concluded that the BBC was one
of Britain's most important institutions in that it was part of Britain's
democratic processes and constitutional arrangements and as such was
more important than the Monarchy or than the Established Church in
England. MacCabe (1986) along with Madge noted the Corporation's
importance to the cultural life of Britain.

However, the literature revealed that there was little in the way of
empirical research undertaken within the Corporation by an academic.
Two texts dealt with periods of research undertaken within the BBC
(Burns 1977 and Madge 1989). The most notable research to date which
also is of particular interest to this dissertation was that of Burns. He
concluded that professionalism had grown within the Corporation and
that the BBC's identity was largely a myth. However, the impact of
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Burns research was weakened by his methodological approach. Tlus
was because Burns did not intend that his data should be subject to
analysis.

In contrast the literature on BBC Scotland is not extensive. For example
there is no published history of the BBC in Scotland. This seemed
surprising in view of the pivotal réle of Scots in British Broadcasting, eg.
Lord Reith, Logie Baird and Alasdair Milne. In an historical context the
literature on BBC Scotland revealed tensions between Glasgow and
London. This was aggravated by the need for a distinct Scottish output
being questioned; criticism of the nature and quality of broadcasts and
the difficulty of communicating Scottishness.

With regard to recent developments the literature revealed divisions and
increased tensions between Glasgow and the community stations (local
radio stations). In addition audience research showed that there was
confusion over the different identities of radio broadcasting in Scotland,
eg. between Radio Scotland and the seven local stations. Furthermore
research revealed that the public equated BBC Scotland with BBC 1
television rather than with Scotland's principal bi-media broadcasting
service.

A number of insights have surfaced as a result of the literature review.
They relate to Reith's vision for the BBC and the identification of periods
of change regarding the Corporation's identity.

With regard to Reith's vision for the BBC the writer concluded that this
was epitomised in Reith's adoption of "Quaecungue” as the Corporation's
motto. (The BBC rarely used this motto although its use is still
sanctioned (BBC Annual Report 1991). The most commonly used motto
1s “Nations shall speak peace unto Nations”. An examination of the Pauline
text from which "Quaecunque” is derived showed it to epitomise three
characteristics Reith wished to instil within the Corporation: the “BBC
manner”, the principle of public service broadcasting and the BBC's
position as a great and respected institution. Its importance to Reith 1s

illustrated by it being adopted as his own motto when he was created a
Knight of the Royal Victorian Order.
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Further insights relate to the changing identity of the Corporation which
are identified as follows:

(n)  Technical Identity (1923-1929).

(b))  Reithien Identity (1929-1960s).

(c)  Ascendancy of the Professional Identity (1960-1990).
(d)  Schizoid Identity (1990- ).

Lastly, the author's research is significant in that it is

(i)  the only piece of academic management research undertaken within the
Corporation over a period of time where the writer has systematically
analysed data.

(ii)  the only piece of primary research undertaken within BBC Scotland and
appears to be the only research of its kind which has taken place within any

of the BBC's three national regions (the other two being Wales and
Northern Ireland).

(iti) 1o other researcher within the Corporation appears to have been given the
same degree of access, eg. having a position as a quasi honorary member of
staff working on the senior management floor of the organisation.

250



2.12. An examination of the concepts of corporate image, corporate
identity, the corporate brand, corporate personality and
corporate culture.

2.12.1. The concept of the corporate image.

The concept of the corporate image receives the greatest attention in the
literature. It is unclear who can be credited for discovering the concept
(Kennedy 1977 p150). What is apparent is that recent interest in the
concept grew during the 1950s with the writings of Boulding (1956) and
Martineau (1958). |

Boulding's book ‘The Image’ of 1956 was influential in that he noted that
humans have to deal in images. He concluded that image determined
behaviour. He stated

"For any individual organism or organisation, there are no such things as
‘facts’. There are only messages filtered through a changeable value system.”

Boulding stated the obvious but he appears to have been the first to
articulate this view. Some two years later Martineau (1958) addressed
the question of image management and concluded that organisations
should give this serious attention. Martineau's paper resulted in a spate
of articles being written on the area in the 1960s.

Taking a retrospective view of the area the writer concludes that the
concept of the corporate identity has, in recent years, eclipsed that of the
corporate image. This is because ever since the 1970s many writers tend
to refer to an organisation’s corporate identity rather than to its corporate
image. This has led the writer to conclude that some writers refer to the
concept of the corporate image and corporate identity as if they were one
and the same. The writer is of the view that they are distinct concepts:
corporate identity is to do with corporate reality whereas corporate image
1s concerned with corporate perception. This ambiguity in the use of the
two concepts may be seen in the conceptual -and prescriptive models
published by Abratt 1989, Dowling 1986 (revised 1993) and Kennedy
1997. All of the models claim to be concerned with corporate image
formation but would appear rather to be concerned with the creation of
a corporate identity. However, whilst the concept of the corporate image
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has in recent years been eclipsed by reference to the corporate identity it
is the concept of the corporate image which has received the greatest
attention In the literature and which is still assigned a good deal of
importance by writers.

The writer finds that the following definition of corporate image as
encapsulates the main characteristics of the concept.

“(Corporate image is) the net result of the interactions of all the experiences,
impressions, beliefs, feelings and knowledge that people have about a company.”
(Bevis in Bernstein 1984 p125).

However, the concept of the corporate image poses a number of
problems. The writer has identified four difficulties mentioned by
writers within the literature. First, there are the multiplicity of
interpretations assigned to the concept. For instance Budd (1969) noted
that the Random House Dictionary includes twenty definitions of image;
Kennedy (1977) with specific reference to corporate image identified
twenty one definitions.

Second, the concept is ambiguous. Martineau (1958) in Dickson noted that
corporate image was problematic because it is a complex and diverse
concept. Crissy (1971 p77) stated that it was a complex phenomenon;
Dowling (1986 p109) found it to be illusive whilst Gates and McDaniel

(1972 p22) said it was shrouded in mystery.

Third, the concept has negative associations. Bernstein (1984) noted that
image, in common parlance, meant falsehood; Olins (1979) remarked
that it implied the use of sophisticated techniques of manipulation and
was seen as being pretentious, and sinister. Schafhauser (1967 p51)
observed that reference to image-makers is generally taken as being an
insult rather than a compliment.

Fourth, Kennedy (1977 p15) concluded that the concept has grown to

enormous proportions without any systematic foundation (eg. the notion
that there is such a thing as “imnge management” and that a favourable c
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corporate image can be acquired by relying on elements of the marketing
communications mix, eg. advertising).

The Dutch academic, Van Riel (1995) usefully divides writers on
corporate image into three groups which are (a) social critics, (b) analytic
writers and (c) those interested in utility. Social critics view images from a
social or sociological standpoint. Writers belonging to this group
include Boulding (1956), Alvesson (1990) and Morgan (1986). The latter
explains how people view organisations and argues that individuals see
an organisation as a machine or as a person. Furthermore, he identifies
those writers who adopt an analytic approach. They argue that a
company can be viewed as a "brain" in that it is capable of self regulation
and learning; as a culture with shared meaning; as a political system;
or as an instrument of oppression. Therefore many writers concentrate
on what constitutes an image and explain how it might be measured.
Writers who are categorised as belonging to this group included Poiesz
(1989), Wierenga and Van Raaij (1987), Verhallen (1988), Beijk and Van
Raaij (1989), and Reynolds and Gutman (1988). Those writers who are
interested in utility are classified into two categories by Van Riel. The
first group includes those writers who are interested in company image.
The second group includes those who are interested in how to use
information to create the best image amongst members of target groups.

The writer also wishes to acknowledge that over recent years there has
been interest in the related concept of corporate reputation. Not only can
this be seen in the regular ranking of companies with the most favoured
reputations (Fortune - USA, Time - Europe, National Business Bulletin -
Australia) but in articles linking reputation and corporate strategy
(Weigelt and Camerer 1988) and in the link between corporate
performance and corporate reputation/image (Fombrun and Shanley
1989). With regard to the reliability surveys Van Riel (1995) points out
that they are of limited value since they tend to rely on the opinion of
experts, 1.e. is bsed on their criteria for what is a good or bad reputation).

The importance of corporate image was explained by Bernstein (1984)
who remarked that managers should be concerned with image not
because they want to manufacture it but because they need to discern
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how an organisation's signals are being received and how these
perceptions square with the manager's own image of the organisation.

The author is of the view that corporate image is important for the
simple reason that the acquisition of a favourable corporate image is an
important corporate objective. (The writer’s pre-understanding of corporate
image is based on the view that a favourable image is likely to mean that an
individual is more predisposed to buy a company’s products and services or to
work for such company etc). However, his pre-understanding, of the area
is that the acquisition of a favourable corporate image is dependent upon
an understanding of, and, where appropriate, the nurturing by
management of a distinct corporate culture which reflects the corporate
mission and philosophy and as such becomes one of the dominant
cultures within the organisation (i.e. the desired corporate personality)
which results in the desired corporate identity (i.e. where the innate
character of the organisation mirrors the corporate strategy and philosophy).

2.12.2, The concept of the corporate identity.

Since the 1970s the concept of the corporate identity is referred to with
increasing frequency in the literature and to a considerable extent the
concept has eclipsed that of the corporate image. There are early
references to corporate identity for example Newman (1953) discussed
the identity of Macy's in New York.

As the writer explained earlier, whereas corporate identity is concerned
with corporate reality, corporate image is concerned with corporate
perception. However, of all the concepts in use within the area the
corporate 1dentity causes the greatest confusion. This is because whilst
some writers give a distinct meaning to the concept others refer to it as if
it were interchangeable with the other concepts in use. Crosier in Baker
(1991) made this point and stated that management is probably
confusing corporate image with corporate identity. The word identity
has its roots in the Latin word idem which means "same" and there may
be a connection with another Latin word "identidem" which means
repeatedly - the same each time (Bernstein 1984).

From this explanation it is apparent that there is a difference between the
use of the word "identity" is purely linguistic terms and the way it is
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used by leading corporate identity consultants and scholars. The linguistic
route places the emphasis on consistency, whilst leading corporate
identity consultants and scholars referring to an organisation's corporate
identity tend to be describing the distinct attributes of an organisation,
e.g. "what it 1s".

As such, it follows that many different types of identity are to be found,
i.e. an identity w here the organisation’s identity reflects the corporate strategy
and philosophy and is underpinned by a supporting culture. There will be
other types of identity, eg. where the organisation's identity will be
unwanted in that it might be at variance with an organisation's espoused
mission and philosophy. In addition, organisations are likely to have
multiple identities which reflect the structure of the business (e.g. the
existence of subsidiaries and their identities). There is also the example of
those organisations which have found it difficult to establish a distinct
identity against the presence of a strong generic identity: the case of the
British Building Society Movement is a case in point as explained by
Balmer and Wilkinson (1991).

Taking the discussion further it is also plausible that there can be
differences between an organisation's identity (or identities) and its
image. For instance, whilst an organisation's identity (the reality) might
be favourable the general image (perception) might be bad. (This might be
~ attributable to a poor corporate communications policy). The opposite is also
plausible, e.g. the recent criticisms levelled at the social and
environmental policies of "The Body Shop" (Entine 1995). It is also
possible that whereas the image of an organisation's subsidiary might be
favourable the image held of the holding company could be negative.
Furthermore, a negative generic image might impact unfavourably on
what might be a positive corporate identity. It follows that organisations
should strive to achieve a positive corporate image which reflects the
corporate identity. There is little advantage in an organisation having a
tavourable corporate identity if the corporate image (the general perception
of the organisation) is bad. Furthermore, where organisations have a
tavourable corporate image but an unfavourable corporate identity there
1s the constant danger that the reality of the organisation may be
discovered. The situation is complicated by the fact that different groups
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might hold different perceptions (or images) of an organisation (e.g.
customers, employees, investors, suppliers, competitors, the government efc).

Kammerer (1988) contributed to the debate on corporate identity and
identified several interpretations of it, e.g. it can be seen as (a) an ideal
image, (b) as a strategy or (c) as the effect of strategy. The writer's pre-
understanding of strategic corporate identity is not dissimilar from that
of Kammerer except that the writer would wish to emphasise the
importance of the corporate philosophy and would state that the ideal
image should be one of the main objectives of a corporate strategy. Van
Rekom has used Kammerer's work in order to consider other
interpretations of identity given by philosophers, sociologists, cultural
anthropologists and psychologists. The Dutch scholar Van Rekom
concludes that corporate identity can be described as 'the total of signals
an organisation emits', and operationally this means everything an
organisation does. Figure 2.0 represents his six approaches to this area.
The author dissents from Van Rekom's definition of corporate identity.
In his definition given above Van Rekom appears to view corporate
identity only in terms of corporate communications or the outputs of a
corporate identity. The writer is of the view that Van Rekom's quotation
describes how an organisation's identity may be recognised. (However,
some organisations are adept in limiting their corporate
communications, eg. when adopting a ‘branded structure’. See Olins
categorisation in Section 2.3.4 dealing with the Corporate Brand). Van
Rekom does not appear to articulate the essence of corporate identity
which the writer postulates is what the organisation "is".

The Japanese have also shown interest in the area of Corporate Identity.
The Japanese writer Sakai (1990) states that the concept of identity
consists of three elements (1) self-desire (or what you want to be) (2) self
assessment (or what you are) and (3) others assessment (or how you are
perceived). Sakai is of the view that corporate identity requires a degree
of balance between these elements.

The writer is of the view that Sakai rather than defining corporate
identity outlines a basic process for analysing an organisation's identity.
However, Sakai does state that corporate identity refers to the unique
values and distinctiveness of an corporation. Sakai goes on to state that
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VAN REKOM (1993)
Figure 2.0
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these distinct qualities are shared with all of the audiences concerned
with the continuation and further growth of the corporation. This
definition of corporate identity appears to be similar to the writer's pre-
understanding of corporate identity in that it acknowledges the
importance of a wide ownership of corporate values both within and
outside an organisation.

The author feels that Sakai's explanation represents an outline of the
basic tenets of corporate identity management in that account is taken of
orgarnusational reality (self assessmient), the organisation's mission and
public perception.

Within Japan the question of identity has also occupied the Mitsubishi
Research Institute (1993)' which is engaged in corporate identity
consultancy. As with Sakai they take an holistic approach to corporate
identity management and break corporate identity into internal and
external concerns. The Mitsubishi Research Institute states that there are
three facets of identity with regard to the internal enviroment. (a) mind
identity (the organisation’s objectives); (b) the strategic identity (the strategy
developed to acquire a market identity) and (c) the behaviour identity (low
the organisation behaves). With regard to the external environment the
Institute notes the importance of the public's experience of personnel and
of visual symbolism. It is emphasised that in order for an organisation
to achieve external consistency there must be internal consistency. The
above views have a good deal in common with some of the writings on
the area which have appeared in English, viz Abratt's (1989) model of
the cofporate Image management process.

Van Riel (1995 p48) in his forthcoming text lists several methods which
may be used to analyse a corporate identity. In addition to the more
usual visual and communication audits he notes Bernstein's cobweb
method, Lux's star method, Van Rekom's laddering technique and
Keller's Mannheimer CI test. Whilst these methods may be of merit their
impact is likely to be limited until (a) there is a consensus as to what is

meant by corporate identity and (b) until academic empirical research
has explained the nature of the area.
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