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CHAPTER 1. THE REVIEW

Background

1.1 Under the Charter of Radio Television Hong Kong (the Charter) promulgated by the
Government in August 2010 (Appendix 1.1), Radio Television Hong Kong (RTHK) is a public
service broadcaster (PSB) while maintaining its status as a government department under the
policy purview and housekeeping oversight of the Commerce and Economic Development
Bureau (CEDB). The Charter sets out RTHK’s public purposes and mission as the PSB in
Hong Kong. It also prescribes RTHK s relationship with CEDB and the Board of Advisors,
as well as the role of the Communications Authority' (CA) in content regulation for RTHK’s
programming.

1.2 Apart from being the Editor-in-chief of RTHK, the Director of Broadcasting carries
the responsibilities of both a Head of Department and the Controlling Officer for Head 160 —
RTHK. These responsibilities are reflected in the Charter, which requires the Director of
Broadcasting to ensure the provision and establishment of a cost-effective organisation for the
efficient delivery of RTHK’s public purposes and mission, improve in-house systems and
structures to maximise value and effectiveness of available resources, and ensure compliance
with all applicable government rules and regulations.

1.3 In March 2018, the Audit Commission conducted a value for money audit on RTHK’s
operations. The Audit Commission’s findings and recommendations, which related to
RTHK’s low television (TV) ratings and public awareness, programme performance evaluation,
procurement of survey services and engagement of contract staff/service providers, were set
out in Chapter 5 of the Director of Audit’s Report No. 71 (Audit Report No. 71) submitted to
the Legislative Council (LegCo) in October 2018. RTHK accepted all the recommendations
in the Audit Report. It has been taking follow-up action under CEDB’s steer and reporting
the implementation progress to the Public Accounts Committee of the LegCo in accordance
with the established mechanism.

1.4 In May 2020, CEDB submitted a paper entitled “The Governance and Management
of Radio Television Hong Kong” to the LegCo Panel on Information Technology and
Broadcasting for discussion. The paper mentioned that while RTHK had completed the
follow-up action on a variety of recommendations in the Audit Report, a number of actions
concerning the review on the commissioning arrangements for TV programmes, the
procurement of the Television Programme Appreciation Index Survey and the Radio Audience
Survey, and the evaluation of TV programmes were still underway.

1.5 The paper also mentioned that the programme contents of RTHK had led to public
concerns and discussions, including public complaints to the CA against some RTHK
programmes for their biased stance and inaccurate/partial contents. The CA decided to give
a serious warning to RTHK on 20 April 2020 regarding the TV programme “Pentaprism”
broadcast on 20 November 2019, and asked RTHK to observe closely the relevant provisions
of the Generic Code of Practice on Television Programme Standards. Furthermore, another

' The Communications Authority was established on 1 April 2012 to take over the powers and functions of the

Broadcasting Authority. Accordingly, all references to the “Broadcasting Authority” in the Charter, if
mentioned in this report, are changed to the “Communications Authority”.



programme “Headliner” broadcast on 14 February 2020 was given a “warning” by the CA on
19 May 2020.

1.6 In view of the wide public concern about RTHK’s programmes, the large number of
complaints lodged against the department recently and repeated breaches of the relevant codes
of practice, CEDB as the housekeeping bureau sees the need for a more critical review of
RTHK’s governance and management. CEDB announced on 28 May 2020 that a dedicated
team (Review Team) would be established to conduct an internal review on the governance
and management of RTHK with the objective of ensuring the department’s full observance of
the requirements stipulated in the Charter, other applicable rules and regulations and relevant
codes of practice. Review Team carried out the review from July 2020 to January 2021.

Review Scope

1.7 The scope of the review is as follows:

(a) to review RTHK’s administration, including financial control, human resources
management and procurement matters to ensure that its manpower and resource
deployment complies with all applicable Government rules and regulations, and that
such deployment is made for the effective delivery of services under programme areas
as set out in paragraphs 17 to 20 of the Charter, and where necessary, to identify scope
for improvement;

(b) toreview RTHK’s progress of implementing the recommendations of the Report No.
71 of the Director of Audit, including the need for a transparent and objective system
for setting performance targets and benchmarks for measuring results; and

(c) to review RTHK’s overall management systems, processes and practices, making
reference to best practices of other PSBs, to ensure full compliance with the Charter
and the codes of practice on programming standards issued by the CA.

Review Approach

1.8 The review focused on the governance and management of RTHK in reflection of its
dual role as both a PSB under the Charter and a government department. Sound governance,
compliance and risk management are the guiding principles that underpin this review.

1.9 Governance refers to the processes by which RTHK is directed, controlled and held
to account. Good corporate governance means that RTHK’s stakeholders, including CEDB,
the Board of Advisors, the CA, the general public, RTHK staff and its business partners, can
rely on the broadcaster to deliver its public purposes and mission professionally, with integrity,
transparency and accountability.  This is pivotal to RTHK’s credibility, success and
sustainability as a PSB and a government department.

1.10 Compliance refers to conformance with applicable laws, policies, rules, regulations as
well as departmental instructions. It is of fundamental importance to foster a culture of
compliance and accountability in the department and ensure prompt rectification of any
identified gaps.



1.11 Effective risk management should inform RTHK’s strategic planning and day-to-day
operation. By managing the risks it faces to an acceptable level, there would be more
assurance over RTHK’s achievement of its strategic and operational objectives.

1.12 Review Team has examined how RTHK performs in practice against the requirements
laid down in the Charter and in light of the principles of sound governance, compliance and
risk management. The major findings and identified areas for improvement are set out in this
report.

1.13 In carrying out the review, Review Team has scrutinised the prevailing organisational
arrangements, systems, mechanisms, work processes and resource deployment related to the
delivery of RTHK’s core business functions and departmental management, based on an
examination of departmental records and responses to Review Team’s information requests,
discussions with the departmental team as well as sample checks of relevant processes and
transactions.  In addition, Review Team has made reference to the findings and
recommendations of a variety of surveys and audits conducted by relevant government
authorities® as well as Systems Review Unit in RTHK in recent years. Having regard to the
uniqueness of RTHK as a PSB, Review Team has also conducted desktop research on practices
adopted/promulgated by some PSBs and their regulators/oversight entities elsewhere.

RTHK’s Progress in Implementing the Recommendations in the Audit
Report No. 71

1.14 In relation to (b) of the review scope as set out in paragraph 1.7 above, the progress
made by RTHK in implementing the recommendations in the Audit Report No. 71, as reported
by the Government in the periodic updates submitted to the Public Accounts Committee, is
summarised in Appendix 1.2. Areas/issues that were further examined in the course of the
review are cross-referenced to the relevant chapters of this report.

2 These government authorities include the Audit Commission, the Treasury, GLD, OGCIO, ICAC, etc.
Review Team has also consulted relevant authorities on applicable rules and regulations as well as good
practices in the areas under their respective purviews.



CHAPTER 2. OVERVIEW OF RTHK

2.1 The Government commenced its radio broadcasting service in 1928. In 1948, the
station became known as Radio Hong Kong, which became a government department in 1954.
In 1976, the department was renamed Radio Television Hong Kong (RTHK) to reflect its new
involvement in television (TV) programme production.

Charter of RTHK

2.2 Under the Charter of RTHK (the Charter) promulgated in August 2010, RTHK is
designated as the public service broadcaster (PSB) in Hong Kong while maintaining its status
as a government department. It is the only local broadcaster that provides radio, TV and new
media services.

23 As the PSB in Hong Kong, RTHK is required under the Charter to fulfil the following
public purposes:

(a) sustain citizenship and civil society, and this involves (i) promoting understanding of
our community, our nation and the world through accurate and impartial news,
information, perspectives and analyses; (i1) promoting understanding of the concept
of “One Country, Two Systems” and its implementation in Hong Kong; and (iii)
engendering a sense of citizenship and national identity through programmes that
contribute to the understanding of our community and nation;

(b) provide an open platform for the free exchange of views without fear or favour';

(c) encourage social inclusion and pluralism';

(d) promote education and learning'; and

(e) stimulate creativity and excellence to enrich the multi-cultural life of Hong Kong
people!.

2.4 The Charter states that RTHK’s mission is to:

(a) inform, educate and entertain members of the public through multi-media
programming;

(b) provide timely, impartial coverage of local, national and global events and issues;

(c) deliver programming which contributes to the openness and cultural diversity of Hong
Kong;

(d) provide a platform for the Government and the community to discuss public policies
and express views thereon without fear or favour; and

(e) serve abroad spectrum of audiences and cater to the needs of minority interest groups.

' See paragraph 4 of the Charter for further details.



2.5 The Charter provides for RTHK’s editorial independence and stipulates the editorial
principles to be observed by RTHK. It sets out RTHK’s key programme areas of activities,
the modes of service delivery as well as the arrangements for conducting performance
evaluation and promoting operational transparency.  Besides, it prescribes RTHK’s
relationship with the Commerce and Economic Development Bureau (CEDB) and the Board
of Advisors, as well as the Communications Authority (CA)’s role in regulating RTHK’s
programme content through complaints handling.

2.6 The Charter provides for a governance structure which involves:

(a) the Secretary for Commerce and Economic Development, who provides policy
guidance and support to RTHK;

(b) the Director of Broadcasting, who is the Editor-in-chief in RTHK and is accountable
for the effective operation and management of the department; and

(c) the Board of Advisors, which advises the Director of Broadcasting on the services of
RTHK, in particular on editorial principles, programing standards and quality of
RTHK programming.

Relevant provisions in the Charter are set out in Appendix 2.1.

2.7 As a government department under the policy purview and housekeeping oversight of
CEDB, RTHK and its staff are subject to all applicable government rules and regulations,
including those on financial control, human resources management and procurement matters.

RTHK’s Developments since the Signing of the Charter

2.8 Upon the promulgation of the Charter in August 2010, RTHK has been specifically
tasked to provide dedicated digital radio and TV channels as platforms for more local original
content production, make use of its allocated spectrum to relay national radio and TV
programmes to enhance understanding about developments in the Mainland, and provide a
platform for community participation in broadcasting. Milestone developments in RTHK
since August 2010 are set out in the ensuing paragraphs.

Radio Services

2.9 RTHK’s radio services offer a variety of programmes for all walks of life through its
FM and AM channels. RTHK plans to provide 61 320 hours of radio transmission in
2020-21.

2.10 With the allocation of the necessary spectrum frequency, RTHK operated five digital
audio broadcasting channels from mid-September 2012 to early September 2017. The service
was terminated after a Government review of the development, future demand and prospect of
the service.

2.11 In December 2012, pursuant to the public purposes stipulated in the Charter, RTHK
launched the Community Involvement Broadcasting Service (CIBS) to provide a platform for
community and ethnic minority organisations as well as individuals to participate in radio



broadcasting, with airtime allotted and funding provided to successful applicants.

2.12 Since 2016, to strengthen synergy between RTHK’s TV and radio services, “Radio on
TV” programmes’ are simulcast on RTHK’s selected radio channels, RTHK TV31 and TV32.

2.13 Currently, RTHK operates three FM channels (viz. Channels 1, 2 and 4) and four AM
channels (viz. Channels 3, 5, 6 and 7) as follows:

(a) Channel 1 (Cantonese): news, information and general programming;

(b) Channel 2 (Cantonese): entertainment and popular music, promotion of youth, family
and community projects;

(¢) Channel 3 (English): news, information and general programming;
(d) Channel 4 (English and Cantonese): serious music and fine arts;
(e) Channel 5 (Cantonese): elderly, cultural and education;

(f) Channel 6 (Putonghua and Cantonese): relay of China National Radio — Hong Kong
Edition; and

(g) Channel 7 (Putonghua and other languages): general programming, news and finance,
and CIBS.

2.14 The modes of programme production include in-house production, community
involvement through CIBS, acquisition and relay (including programmes from other
broadcasters, soccer matches, concerts, selected meetings of the Legislative Council (LegCo),
etc.).

TV Services

2.15 Since the signing of the Charter, RTHK has gradually evolved from a production
house of a wvariety of programmes, including public affairs programmes, educational
programmes, infotainment programmes, etc. for airing on licensed commercial TV stations® to
a more comprehensive TV broadcaster. The total hours of first-run programmes broadcast on
RTHK’s TV services increased from 577.3 hours in 2009-10 to 1 775.6 hours in 2019-20.
RTHK plans to provide 26 280 hours of TV transmission in 2020-21.

2.16 In January 2014, RTHK started to operate three digital terrestrial television (DTT)
channels. It gradually extended its broadcast to round-the-clock. In July 2014, RTHK
obtained approval from the Finance Committee of the LegCo to undertake a technical project

> Suchas THEFEA, HFEEL, EH/SME and HEHHA.
3 The broadcast arrangement was first made upon mutual agreement between RTHK and other commercial
broadcasters on a voluntary basis in the 1970s.  Since 1990, free TV licensees had been required to broadcast
RTHK programmes as part of their obligations under their licences, mainly because RTHK did not operate its
own TV channels at the time. In March 2020, the CA lifted the mandatory requirement upon free TV
licensees to broadcast RTHK programmes since the public may continue to view such programmes through
RTHK’s own free TV channels as well as online platforms.



at an estimated cost of $64.2 million for establishing 22 new transmission stations to enhance
its DTT coverage from the then 75% of the Hong Kong population to 99%. On 2 April 2016,
RTHK took over the analogue TV channels vacated by the Asia Television Limited upon
cessation of its free TV services, and proceeded with the simulcast of programmes on two
analogue TV channels (TV31A and TV33A). By April 2019, the overall coverage of RTHK’s
DTT channels has reached 99% of the Hong Kong population, which is on par with that of
other commercial broadcasters. With the implementation of full digital TV broadcast from
1 December 2020, RTHK’s two analogue TV channels ceased to operate.

2.17 Currently, RTHK operates the following three DTT channels:

(@) RTHK TV 31: general programming on current affairs, education, arts and culture and
minority interests, comprising programmes produced in-house, commissioned
programmes, acquired programmes and education programmes;

(b) RTHK TV 32: covering live events (including LegCo meetings; local, Mainland and
international news; press conferences; international sports highlights and local sports
competitions; and live events of public interest) and providing the latest traffic
information, weather forecasts, news updates and video segments; and

(c) RTHK TV 33: relaying programmes of China Central Television Channel 1.

2.18 The programmes broadcast are a mix of in-house productions, acquired programmes,
commissioned programmes and co-productions.

New Media Services

2.19 RTHK leverages on various platforms in the new media to extend its reach to the
audience. Its official website, “rthk.hk”, provides simulcast of AM and FM radio channels as
well as Chinese and English TV programmes. Other online services include on-demand
archives of most radio, TV and news programmes broadcast within the past 12 months, and
original web contents. The number of daily visits to “rthk.hk” increased from 230 000 in
2009-10 to 670 000 in 2019-20. In addition, RTHK operates seven mobile applications
(namely, “RTHK On The Go”, “RTHK Screen”, “RTHK Mine”, “RTHK News”, “RTHK
Vox”, “RTHK Memory” and “Chinese History—the Flourishing Age”) and on social media
(such as YouTube, Facebook and Twitter).

Shifting Audience Behaviour

2.20  Freeradio and TV services had been the major sources of infotainment for many years,
before the emergence of Internet-based infotainment media. The convergence of new media
with traditional media has lowered the barriers of entry into the media market and resulted in
an expansion of content on multiple platforms and a proliferation of choices for audiences.

Expenditure and Revenue
2.21 RTHK’s total expenditure rose from $469.9 million in 2010-11 to an estimated

expenditure of $1,046.3 million in 2020-21, representing an increase of 122.7%. The
actual/estimated expenditure in the three years up to 2020-21 is summarised in Table 2.1.



Table 2.1 Actual/estimated total expenditure of RTHK in 2018-19 to 2020-21
2018-19 2019-20 (g’rzi";ﬁ;l
Programme (Actual) (Actual)* 8
($ million) | (§ million) | Lstimate)
($ million)
(1) Radio 402.2 412.4 420.3
(2) Public Affairs and General TV Programme 563.9 556.1 581.2
(3) School Edugatlon Television (ETV) 274 8.0 .
Programme
(4) New Media 44.1 45.2 44.8
Total: 1,037.6 1,041.7 1,046.3

Source: Controlling Officer’s Report 2020-21 for Head 160 — RTHK and FRU in RTHK

2.22 RTHK’s revenue comprises income from sponsorship, content licensing and other
miscellaneous items.  $25.2 million and $12.5 million in revenue were recorded in 2018-19
and 2019-20 respectively. The estimated revenue for 2020-21 is $11.5 million.

Organisational Structure

2.23 As at 1 August 2020, there were 735 civil service posts on RTHK’s establishment,
comprising eight directorate and 727 non-directorate posts. Apart from civil servants, RTHK
also engages non-civil service personnel (including staff engaged on Non-Civil Service
Contract terms and Post-retirement Service Contract staff), freelance service providers, as well
as temporary manpower through the procurement of service contracts to meet its operational
needs.

2.24 RTHK’s services to the public are delivered principally by Radio and Corporate
Programming Division, Television and Corporate Businesses Division and Production Services
Division. The organisation chart of RTHK is at Appendix 2.2.

4 Asadvised by FRU in RTHK and subject to finalisation.

5 Pursuant to the recommendations in the Audit Report No. 71 to review RTHK’s production of ETV
programmes, the annual financial provision to RTHK for the production of ETV programmes and
Programme (3) has ceased with effect from 2020-21.



CHAPTER 3. MECHANISMS FOR EDITORIAL MANAGEMENT
AND COMPLAINTS HANDLING

Highlights

H.1 Review Team noted that public service broadcasters (PSBs) in other places have
put in place robust systems and mechanisms for the management of the editorial process and
complaints handling to underscore good governance and risk management. PSBs are
commonly governed by a Charter/legislation, which is supplemented by policy guidelines or
guidance notes setting out in detail the standards expected of everyone involved in the
production of the PSBs’ content, with well-defined editorial obligations and responsibilities
at each tier of editorial and programme staff for all types of production. To ensure
compliance with their editorial principles, policies and standards, PSBs maintain a clearly
articulated mechanism for editorial management, including the standard editorial processes,
documentation requirements as well as procedures for the Editors-in-chief and senior staff
to provide steer, guidance and advice. Production teams are also required to comply with
mandatory referral systems for seeking management steer/expert advice to cater for
difficult/contentious/sensitive content. Review Team further noted that these PSBs treat
public complaints on editorial issues seriously and transparently, with carefully designed
frameworks, safeguards and procedures to ensure that cases are handled objectively and
impartially. The mechanisms for editorial management and complaints handling are
important tools for PSBs to manage risks and to ensure editorial compliance and content
quality.

H.2 Review Team has found that in the case of RTHK:

(a) There is no well-defined and properly documented editorial processes. Clear
editorial accountability is lacking.  Editorial decisions rest principally with
individual production officers/team heads (generally at the Senior Programme
Officer (SPO) level) based on their own judgment. The Editor-in-chief and senior
management have been put in a passive position in the programme production
process;

(b) The “upward referral” and “mandatory referral” mechanisms for dealing with
difficult/contentious/sensitive editorial issues operate largely through verbal
communication. There is no documentation requirement for consultation with
senior management or legal advice sought prior to, during and after production, or
prior to broadcast;

(c) The Charter, the Producers’ Guidelines and the CA’s codes of practice on
programme standards provide the key parameters for editorial decision-making in
RTHK. However, RTHK has not effectively set out or explained, through any
comprehensive policy documentation, how these important requirements and
editorial standards should be interpreted and applied in actual practice;

(d) The handling of editorial complaints lacks transparency and objectivity. As a
result of insufficient effective monitoring and involvement at supervisory/senior
management levels, there is no assurance that public complaints received by RTHK




(e)

H.3

have all been investigated properly and handled impartially. Reporting to the
Board of Advisors and the Commerce and Economic Development Bureau (CEDB)
on complaints handling is inadequate; and

It has not actively sought advice from the Board of Advisors on matters pertaining
to editorial principles, programming standards and programming quality as

required under the Charter.

Review Team recommends that RTHK should strengthen its editorial management

system and complaints handling mechanism in accordance with the requirements of the

Charter.

(a)

(b)

(©)

(d)

(e)

®

(2

Specifically, RTHK should:

put in place a robust and transparent editorial process (including an effective
mandatory referral system to deal with difficult/contentious/sensitive editorial
issues), with clearly defined editorial responsibilities at each editorial level and
highlighting the decision-making role of the Editor-in-chief and his directorate
staff, so as to maintain a high level of professionalism as required under the Charter;

benchmark with PSBs elsewhere with a view to constructing a comprehensive set
of editorial policies and guidelines with direct reference to the Charter, the
Producers’ Guidelines and relevant codes of practice issued by the CA for
compliance by all its staff and contracted/commissioned service providers. These
policies and publications should be regularly reviewed and published to enhance
transparency;

implement an editorial review mechanism through engaging internal or external
independent reviewers to regularly assess the programme standards and quality in
RTHK in order to enhance editorial accountability and drive continuous
improvement;

strengthen editorial training for all programme producers, including in-house staff
and contracted/commissioned service providers;

enhance its complaints handling mechanism to ensure objectivity and impartiality,
with special emphasis on editorial complaints, bringing in high-level involvement
in responding to significant cases. In the interest of transparency, complaint
procedures, statistics and findings should be easily accessible to the public;

establish a more proactive and collaborative partnership with the Board of Advisors
in line with its roles as specified in the Charter in advising the Director of
Broadcasting on all matters pertaining to editorial principles, programming
standards and quality of RTHK programming as well as public complaints relating
to these matters; and

embed risk management in the editorial processes and instil risk management
awareness among all involved in content production so as to better fulfil its
obligations under the Charter as a PSB.
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Relevant Provisions in the Charter

3.1 The Charter requires RTHK to provide to Hong Kong people editorially independent,
professional and high-quality radio, television (TV) and new media services, and to adhere to
the following editorial principles:

(a) be accurate and authoritative in the information that it disseminates;

(b) be impartial in the views it reflects, and even-handed with all those who seek to
express their views via the public service broadcasting platform;

(¢) be immune from commercial, political and/or other influences; and
(d) uphold the highest professional standards of journalism.

3.2 The Director of Broadcasting is responsible for ensuring that a system of editorial
control in accordance with the Producers’ Guidelines of RTHK is in place to provide accurate,
impartial and objective news, public affairs and general programming that inform, educate and
entertain the public. He is also responsible for putting in place an effective mechanism to
comply with the relevant codes of practice on programming standards issued by the CA. As
the Editor-in-chief, the Director of Broadcasting makes the final editorial decisions in RTHK
and is accountable for editorial decisions taken by RTHK programme producers.

33 In addition, the Director of Broadcasting is responsible for putting in place an effective
mechanism to deal with public complaints and setting up appropriate channels to receive public
views and comments. In parallel, the CA investigates all complaints received from the public
and the Office of the Communications Authority against any programme broadcast on RTHK’s
platforms or supplied by RTHK for broadcasting by licensed broadcasters in Hong Kong, and
may impose appropriate sanctions on RTHK if a complaint is substantiated. RTHK is
required to set out in its annual report details on complaints handling.

34 The Board of Advisors advises the Director of Broadcasting on matters pertaining to
editorial principles, programming standards and quality of RTHK programming, and receives
reports on complaints against editorial principles, programming standards and quality of RTHK
programming. The Director of Broadcasting may seek the Board’s advice on such matters.
He should give due weight and consideration to all advice provided by the Board, and report
and explain the reasons for not following such advice.

3.5 Relevant provisions in the Charter on the respective roles and functions of the Director
of Broadcasting, the Board of Advisors and the CA in relation to editorial control and
compliance as well as complaints handling are extracted at Appendix 3.1.

RTHK’s Producers’ Guidelines and the CA’s Codes of Practice

3.6 The Producers’ Guidelines is a codification of the editorial experience and judgment
of RTHK’s programme makers over the years, founded on the belief that “there can never be
editorial autonomy without responsibility, freedom without restraint”. It is a public statement
of RTHK’s values and standards and how RTHK expects its programme makers to achieve
them. The Producers’ Guidelines was promulgated in 1998 and last updated in 2015
following a review.

11



3.7 Editorial responsibility in RTHK rests with the editorial chain of staff at different
levels for making editorial judgements. The Producers’ Guidelines sets out a consultation
and referral system (known as “upward referral”) to help programme producers arrive at
decisions about difficult editorial issues. Even when specific editorial guidance is not being
sought, programmes which are controversial or likely to have an out of the ordinary impact in
the community must be brought to the immediate attention of line managers, who in turn are
required to report to more senior staff. The idea is that the more important and contentious
the issue, the higher up it should be referred. The Producers’ Guidelines lists seven specific
situations' that must be referred (known as “mandatory referral”) to a Principal Programme
Officer (PPO) (e.g. Chief Assignment Editor) or above or discussed in advance at editorial or
senior staff meetings.

3.8 RTHK ’s editorial principles are stated in the Producers’ Guidelines>. The Producers’
Guidelines also gives guidance on various issues of programme production®. The same
editorial standards that currently apply to RTHK’s conventional media also apply to those
produced for new media. Programme producers are responsible for ensuring that the material
they post on the web is accurate, suitable and relevant, and the establishment of any link on the

RTHK website would not damage the organisation’s reputation.

3.9 In addition to the Producers’ Guidelines, RTHK is also required to comply with the
Generic Code of Practice on Television Programme Standards and the Radio Code of Practice
on Programme Standards issued by the CA. These codes set out the general programme
standards on TV and radio programme production that licensed broadcasters as well as RTHK
should observe. RTHK also abides by other codes of practice applicable to broadcasters
regarding advertising and technical standards.

(A) Programme/Content Production in RTHK

Radio Programmes

3.10  RTHK’s radio programmes are mainly in-house production, supplemented by the
Community Involvement Broadcasting Service (CIBS) programmes, acquired programmes
and relayed broadcast®. The number of output hours analysed by source for 2019-20 is shown
in Table 3.1.

The seven situations are: (a) broadcasting any interviews with criminals and people sought by the police; (b)
any proposal to grant anonymity to anyone trying to evade the law; (c) payment to criminals or former
criminals; (d) broadcasting any surreptitious recording originally made for note-taking purposes; (e) disclosing
details of kidnapping or serious crime which have been obtained surreptitiously or unofficially; (f) requests
from outside parties to see or obtain untransmitted recorded material; and (g) commissioning of opinion polls
on any political issue.

The topics covered include “Accuracy”, “Impartiality”, “Taste and Decency”, “Violence”, “Conflicts of
Interest”, “Fairness to interviewees” and “Respect for Privacy”.

The topics covered include “News, Current Affairs and Information Programmes”, “Interviewing”, “Editing”,
“Reporting Crime”, “Demonstrations and Public Disturbances”, etc.

This includes relays from other broadcasters and relays on soccer matches, concerts, church services and
selected meetings of the LegCo.

12



Table 3.1 RTHK’s output hours of radio programmes analysed by source (2019-20)

Source No. of output hours (%)*
In-house production 47 712 (77.8%)
Acquired programmes 776 (1.3%)
CIBS programmes 844 (1.4%)
Relayed programmes 11 988 (19.5%)
Total: 61 320 (100%)

Source: RTHK

In-house Production

3.11 In 2019-20, 9 900 hours of news programmes were produced. The newsroom in
RTHK operates round-the-clock. Editors meet twice a day, one in the morning and one in the
afternoon, to decide on assignments, editorial issues and the priorities of news items in the
newscasts.

3.12 In 2019-20, the programme output of radio programmes on information, arts, culture
and education, music, entertainment, etc. totalled 47 712 hours. Review Team was informed
that the generic programme production workflow, including editorial supervision, for different
radio programme genres is not documented. A brief description of the production workflow
provided by RTHK is at Appendix 3.2.

3.13 Radio Senior Staff Meetings are held on a bi-weekly basis to discuss and coordinate
the administrative, technical, programme and project issues of the Radio and Corporate
Programming (R&CP) Division. These meetings are chaired by Assistant Director (R&CP)
and attended by all radio channel and unit heads® and representatives from Corporate
Communications and Standards Unit (CC&SU), New Media Unit and the technical support
team. The Director of Broadcasting chairs a weekly Programme Meeting® for programme
teams to present new programmes, projects and initiatives. He also chairs a weekly Editorial
Meeting’ for news and programme teams to report and discuss programming and editorial
issues for the following week.

Acquired Programmes and CIBS Programmes

3.14 These two types of programmes constituted 2.7% of RTHK’s total radio output hours
in 2019-20. For acquired programmes, individual members of the in-house Acquired
Programme Committee will identify promising programmes from different sources for
assessment by the Committee, which will take into account the requirement of meeting
RTHK’s editorial standards and technical specifications as well as concept and idea,
presentation skills, etc. In 2019-20, the programme output was 776 hours.

3.15 CIBS provides a platform for community groups, non-government organisations and

5 Ranked at PPO or above.

All directorate officers of, as well as representatives from, programme production divisions/units attend this
meeting.

The meeting is attended by all directorate officers and heads of/representatives from the news and programme
production units.
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the underprivileged to participate in broadcasting. ~CIBS Facilitators are assigned for
individual CIBS programmes, and they examine the programme output before broadcast to
ensure compliance with relevant programming standards requirements. In 2019-20, CIBS
output totalled 844 hours.

Relayed Programmes

3.16  RTHK Radio 6 relays China National Radio — Hong Kong edition. In 2019-20, the
total programme output of relayed programmes was 11 988 hours.

TV Programmes

3.17 RTHK’s TV programme production comprises mainly in-house production,
supplemented by acquired programmes, commissioned programmes, relayed broadcast and co-
production. The number of first-run output hours analysed by source for 2019-20 is shown
in Table 3.2.

Table 3.2 RTHK’s first-run output hours of TV programmes analysed by source
(2019-20)

Source* No. of first-run output hours (%)
In-house production 1357.3 (76%)
Acquired programmes 348.6 (20%)
Commissioned programmes 45.7 (3%)
Co-production 24 (1%)
Total: 1775.6 (100%)

*  Different from the calculation method for radio services, RTHK does not categorise relay hours as output
hours for TV services.

Source: RTHK

In-house Production

3.18 A broad range of TV programmes on different topics (such as current affairs,
Mainland affairs, civic education, arts and culture) and targeting different audiences (such as
youth, children and special interest groups) are produced by Public and Current Affairs Section,
Infotainment and Variety Section, and Education and Recreation Section. In 2019-20, their
programme output totalled 1 357.3 hours. As in the case of radio programmes, Review Team
was informed that the generic production workflow, including editorial supervision, for
different TV programme genres is not documented. The generic production workflow
provided by RTHK at Appendix 3.2 applies generally to different TV genres.

3.19 Review Team was informed that various meetings are held in the course of day-to-
day operation to ensure programme quality and editorial quality. Bi-weekly TV Senior Staff
Meetings are held to facilitate management-level discussion on programming, technical and
administrative issues. These meetings are chaired by Assistant Director (Television and
Corporate Businesses) and attended by TV programme staff (ranked at PPO and above) and
CC&SU staff. Matters concerning TV programmes are also discussed at the weekly
Programme Meeting and Editorial Meeting chaired by the Director of Broadcasting.
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Acquired Programmes

3.20  Acquired programmes covering a wide range of themes (e.g. international current
affairs, social trends, history, culture, travel, science, music, performing arts and animations)
contributed 348.6 TV output hours in 2019-20.  Acquisition and Corporate Development Unit
selects programmes for assessment by the Acquired Programme Committee in accordance with
specified criteria, including the mandatory requirement of meeting RTHK’s editorial standards
and technical specifications as well as other factors such as concept and idea, presentation skills,
informative and educational values, etc.

Commissioned Programmes

3.21 RTHK operates a scheme for commissioning private production houses to produce TV
programmes through calls for applications. The scheme provides an open platform for
independent producers to display their creativity, thereby helping nurture Hong Kong’s
independent TV programme production industry. The types of TV programme commissioned
by RTHK are drama, documentary and new TV format.

3.22 In 2019-20, RTHK commissioned 31 projects with 45.7 output hours®. Under the
Commissioning Agreement signed with RTHK, the commissioning contractor is required to
ensure that the TV programme complies with the editorial and ethical standards in Hong Kong.
Both the Producers’ Guidelines and the CA’s Generic Code of Practice on Television
Programme Standards apply to commissioned programmes. The commissioning editors
monitor project progress through five production milestones’ and ensure editorial compliance
before broadcast.

Online Content

3.23 To optimise the use of news materials, the video news team produces news
programmes and live feeds of news coverage, including special events and press conferences,
for broadcast on RTHK TV31, TV32 and various online platforms. Programme/content
producers in RTHK are editorially responsible for materials broadcast/available on RTHK’s
online platforms (such as the rthk.hk website, and RTHK’s mobile apps and social media), in
the same manner as radio and TV programmes, and these materials are subject to other
arrangements as stipulated in the Producers’ Guidelines.

Findings

3.24 RTHK’s credibility as a PSB depends on its ability to deliver its public purposes and
mission as specified in the Charter while upholding the editorial principles of accuracy,
impartiality, being immune from external influences and upholding the highest professional
standards of journalism. Its reputation as a trusted and valued broadcaster is directly related
to the quality of its programming and content creation.

8 These figures reflect the respective numbers of programmes and output hours commissioned in 2019-20.
These programmes may not be completed for broadcast in the same year.

The five production milestones are signing of contract, completion of treatment and shooting script,
completion of fine cut, material delivery, and submission of audited report.
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3.25  Under the Charter, the Director of Broadcasting as the Editor-in-chief is responsible
for making the final editorial decisions in RTHK and is accountable for editorial decisions
taken by RTHK programme producers. RTHK should have in place a robust system that
provides the mechanisms, processes and procedures for the Director of Broadcasting and his
senior directorate/editorial staff to manage editorial accountability and compliance. However,
it is not evident from the information available to Review Team that such a critical system is
in place to ensure RTHK’s fulfilment of the requirements stipulated in the Charter of providing
“accurate, impartial and objective news, public affairs and general programming that inform,
educate and entertain the public”!’, in full compliance with relevant editorial principles!!, the
Producers’ Guidelines and the codes of practice issued by the CA'%.  Specifically:

(@) There is no well-defined and properly documented editorial processes for the
production of different types of content, with a clear allocation of roles and
responsibilities (and therefore accountability) among those involved at different
stages of the content production process (whether in-house staff or
commissioned/contracted service providers). Instructions and guidance from
supervisors are usually given orally on the job. Editorial decision-making rests
principally with individual production officers/team heads (generally at the SPO level)
based on their own judgment. The Editor-in-chief and senior management have been
put in a passive position in the programme production process;

(b) Although there are “upward referral” and “mandatory referral” mechanisms for
dealing with difficult/contentious/sensitive editorial issues, they operate largely
through verbal communication. Documentation is not currently required regarding
consultation with management or legal advice sought prior to, during and after
production, or prior to broadcast. Although there are regular meetings at different
levels involving directorate officers ranked at Assistant Director of Broadcasting or
above (see paragraphs 3.13 and 3.19 above), important editorial decisions do not seem
to have been documented;

(c) RTHK has not put in place a compliance mechanism for quality assurance during the
pre-broadcast and post-broadcast stages in order to minimise editorial risks (such as
handling of conflicts of interest situations and on matters of accuracy or impartiality).
The same risks arise under various contractual arrangements that RTHK enters into
with Category Il service providers, commissioning contractors for TV programmes
and CIBS Producers;

(d) The Charter, the Producers’ Guidelines and the CA’s codes of practice on programme
standards provide the key parameters for editorial decision-making in RTHK.
However, RTHK has not effectively set out or explained, through any comprehensive
policy documentation, how these important requirements and editorial standards
should be interpreted and applied in actual practice;

10" See paragraph 8 of the Charter.

1" See paragraph 7 of the Charter.

12" In its decision on public complaints against RTHK’s TV programme “Pentaprism” broadcast on 20 November

2019, the CA also commented that RTHK failed to show in its representations what it had specifically done
or what compliance/quality control processes were in place.
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(e) There is insufficient emphasis on editorial training. The reference materials on
editorial subjects posted on the RTHK Intranet are not kept up-to-date, nor are they
analysed and organised in a user-friendly manner to assist comprehension;

(f) Lessons learnt from substantiated complaints and serious breaches of editorial
standards and policies are not captured/reflected in materials for wide dissemination
among those involved in editorial supervision, programme production and content
creation. Effort to make systemic improvements is not evident; and

(g) It does not appear that the Director of Broadcasting has actively sought advice from
the Board of Advisors on matters pertaining to editorial principles, programming
standards and quality of RTHK programming as required under the Charter, based on
the meeting records of the Board of Advisors in recent years. There is room for
enhanced communication and partnership with the Board in this regard so that
members can provide timely advice.

(B) Complaints Handling in RTHK

Public Complaints Lodged with RTHK

3.26 The public may provide feedback (including enquiries, compliments,
opinion/suggestions and complaints'®) to RTHK directly through different channels. RTHK
categorised a “programme-related” complaint as a complaint related to any RTHK radio, TV
or new media programme/service. RTHK received approximately 29 000 programme-related
complaints in 2019-20'4,

3.27 Head/Corporate Communications and Standards (H/CC&S), as the Corporate
Complaints Liaison Officer, assigns programme-related public complaints received centrally,
monitors progress and reports regularly at the senior management meetings. All programme-
related complaints received centrally by RTHK are captured in the E-register of Public
Feedback. The time limits for replying to complaints follow the Government-wide standard.

3.28  Each section/unit designates an officer at the PPO level as the Complaints Handling
Officer to take action on individual cases having regard to their nature and gravity. According
to the departmental procedures, the Complaints Handling Officer may need to bring a
programme-related complaint to the attention of more senior officers to decide whether it is
necessary to assign another section or a senior officer to handle the complaint, if the original
Complaints Handling Officer is himself the Executive Producer, so as to ensure fair and
transparent handling. No case was processed under this procedure in the past two years.

113

RTHK follows the definition of “complaint” in the Government’s General Circular No. 24/2016, viz. “an
expression of dissatisfaction by the public with a public policy or service or the way in which a policy is
implemented or service is delivered, including staff attitude, irrespective of the complaint channel used”.
Under the departmental procedures, where it is difficult to differentiate between a complaint and an opinion/a
suggestion for service improvement, the case officer may either try to seek clarification with the person
concerned on his/her intention or simply treat the expression as a complaint if it is a negative feedback. If
the person wants his expression to be treated as a complaint, it should be handled as such. The Departmental
Secretary in RTHK is the Departmental Complaints Liaison Officer.

For comparison, RTHK received about 150 and 1 370 programme-related complaints respectively in 2018-19
and 2020-21 (up to January 2021).
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3.29 Requests from complainants for reviews/appeals are normally first submitted to the
line supervisor of the relevant Complaints Handling Officer and may be further escalated where
necessary to the Complaints Review Board chaired by the Deputy Director of Broadcasting.
From April 2019 to October 2020, ten review/appeal cases and one repeated complaint were
handled under this mechanism.

Public Complaints LLodged with the CA

3.30  Pursuant to the Charter, the public may lodge complaints with the CA against any
programme broadcast on RTHK’s platforms or supplied by RTHK for broadcasting by licensed
broadcasters in Hong Kong. The CA deals with those complaints in accordance with
established rules and practices, and may impose appropriate sanctions on RTHK where cases
are substantiated'>. In 2019-20 and 2020-21 (up to January 2021), the CA received a total of
1 137 complaint cases against RTHK’s programmes (involving 12 352 complaints). During
this period, 7 complaint cases (involving 3 699 complaints) were ruled to be substantiated by
the CA'S. The CA issued a “serious warning” and a “warning” to RTHK in April and
September 2020 respectively covering five episodes of its programme Pentaprism, and a
“warning” and “strong advice” in May 2020 and January 2021 respectively covering four
episodes of its programme Headliner. Both programmes were produced by Public and
Current Affairs Section.

Reports to the Board of Advisors

3.31 At the bi-monthly meetings of the Board of Advisors, RTHK provides updates on
complaints dealt with by the CA and the Director-General of Communications. The updates
present information on cases ruled to be substantiated by the CA and the Director-General of
Communications. A sample is at Appendix 3.3.

Findings

3.32 Having regard to the requirements stipulated in the Charter and benchmarking with
the good practices on complaints handling within the Government, Review Team has identified
the following deficiencies in RTHK’s prevailing mechanism for handling programme-related
complaints:

(a) There is insufficient transparency in RTHK’s complaint channels. There is no
explanation on how public complaints are handled by RTHK (such as performance
pledges and the appeal mechanism), nor any mention that the public may also lodge
complaints with the CA;

(b) The classification of complaints as “programme-related” is too broad and too loose,
failing to differentiate which ones are editorially related (whether relating to editorial
principles/standards such as accuracy or impartiality or editorial policy);

15 Including an order to issue a public apology and/or to make appropriate corrections.

16 Excluding those cases dealt with by the Director-General of Communications acting under the CA’s delegated
authority and those cases being processed.
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(©)

(d)

(e)

®

(2

(h)

The prevailing mechanism allows a complaint to be investigated, and the investigation
outcome endorsed, by the same case officer or division/section producing the
programme under complaint, regardless of the nature or gravity of the complaint.
Nor is there any monitoring mechanism to ensure that the promulgated referral
arrangements are strictly observed. There is no assurance that public complaints
received by RTHK have all been investigated properly and handled impartially;

The E-register of Public Feedback has only limited functions and is administratively
cumbersome to operate. The system can only generate summaries of basic statistics,
which are unable to support meaningful discussion by senior management.
Complaints lodged with the CA are not captured in the system,;

The monthly summary of public feedback received by RTHK and presented by
H/CC&S to senior management contains only statistics by feedback type and feedback
channel, without any information on the follow-up action for substantiated cases!’.
There are no management highlights, nor any analysis of trends or areas requiring
attention's. RTHK does not submit regular reports to CEDB on public complaints
received, nor is CEDB kept informed of cases that may warrant policy changes or
formulation of new policies;

The written complaint updates submitted to the Board of Advisors do not cover all
complaints against editorial principles, programming standards and quality of RTHK
programming. They mention only cases considered by the CA and the Director-
General of Communications, and only limited information is provided (e.g. in respect
of cases considered by the Director-General of Communications, only a breakdown
by type of sanction is provided). Cases received and dealt with by RTHK direct are
not reported to the Board of Advisors. The advisory role of the Board of Advisors
with regard to complaints handling, as specified in the Charter, has been undermined
in the absence of quality complaints reporting and analyses from RTHK;

RTHK’s Annual Report only provides superficial figures and data, which are not
sufficiently informative for the public and stakeholders to obtain a clear picture of
how complaints are handled by RTHK. For example, the Annual Report 2019-20
only sets out the total caseload of public opinion/suggestions, complaints and
enquiries received and the number of public complaints ruled substantiated by the CA,
without case details. Information on the follow-up actions taken on individual
substantiated cases (e.g. clarifications and corrections) is not easily accessible to the
public'®; and

There is a lack of rigorous procedures in handling public complaints referred from the
CA. Investigation of such cases (including preparation of responses to the CA and
seeking of legal advice) is not properly documented.

RTHK advised that H/CC&S provides the case summary verbally.

General Circular No. 24/2016 requires B/Ds to analyse the complaint statistics for trends which may identify
systemic weaknesses and suggest the need for changes.

In its decision on public complaints against RTHK’s TV programme “Pentaprism” broadcast on
20 November 2019, the CA commented that “RTHK could have issued subsequent official clarifications,
corrections and supplementary information/details to rectify those inconsistencies, contradictions or
confusions in its programmes, but none of the above was done”.
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(C) Practices Adopted by Other PSBs

3.33 Review Team has conducted desktop research on the practices adopted by selected
PSBs elsewhere (namely, the Australian Broadcasting Corporation (ABC)?°, the British
Broadcasting Corporation (BBC)?*' and the Canadian Broadcasting Corporation (CBC)??) in
managing their editorial processes and handling editorial complaints. The major findings are
summarised in Appendix 3.4.

3.34 In essence, all PSBs under research have developed a comprehensive documentation
on interpreting and implementing their editorial policies and guidelines. The documentation
comprises policy statements outlining principles and standards, supplemented by guidance
notes on additional information on implementation, corporate policies on code of conduct,
journalistic standards and practices and programming policies, etc. They have set out clear
compliance obligations in their editorial processes, including mandatory referrals, pre-
broadcast review, commissioning internal and external reviewers for programme review,
content review, ‘air checks” of on-air staff, or evaluating compliance through an independent
ombudsman system. PSBs normally differentiate between editorial and non-editorial
complaints, in case of the former, they adopt a transparent approach by publishing the details
of the complaints, including the findings and actions taken, regularly on its websites and/or in
annual reports. They also have a correction/clarification webpage.

(D) Recommendations

3.35  RTHK’s existing editorial processes are seriously inadequate to ensure the compliance
of its programmes and content with the requirements of the Charter, the Producers’ Guidelines
and the codes of practice issued by the CA. Review Team’s recommendations on
improvement measures are set out in paragraphs 3.36 to 3.41 below.

3.36  To enhance editorial governance, RTHK should urgently put in place a robust and
transparent editorial process and mandatory referral system, with clearly defined editorial
responsibilities and accountability at each editorial level and highlighting the decision-making
role of the Editor-in-chief in the system, so as to maintain a high level of professionalism in
fulfilling its obligations as a PSB under the Charter. This is particularly important to ensure
proper handling of sensitive/controversial issues in programme production, especially in
relation to news and current affairs programmes. In doing so, RTHK should benchmark its
system and mechanisms with the practices adopted by other PSBs as set out in Appendix 3.4.

20 Founded in 1929, the ABC is Australia’s national public broadcaster. The ABC Charter, set out in the ABC
Act, requires the Corporation to provide informative, entertaining and educational services that reflect the
breadth of the nation. The ABC runs four TV channels, ten radio channels and a wide range of online and
mobile services.

2l Established in 1922, the BBC in the UK is the world’s oldest PSB. Operating under a Royal Charter, the
BBC provides a broad portfolio of radio, TV and digital services.

22 The CBC was founded in 1936, with its mandate and governance framework stipulated in the Broadcasting
Act. It operates under a licensing regime. In this report, “CBC” refers to the unit of the corporation

producing English content. It operates five TV channels, four radio networks and a range of digital services.
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3.37 A comprehensive set of editorial policies and guidelines should be constructed with
direct reference to the Charter, the Producers’ Guidelines and the CA’s codes of practice to
help all RTHK employees and its service providers acquire a comprehensive and consistent
understanding of RTHK’s editorial policies, standards and requirements. Regular reviews
should be conducted on these policies and guidelines to keep abreast of the changing media
environment and community expectations. To enhance transparency, RTHK’s editorial
policies and guidelines, codes of conduct, etc. should be publicly accessible. Editorial
training should be strengthened in this connection. In addition, steps should be taken to
ensure that lessons learnt from substantiated complaints, particularly serious breaches of
editorial standards and policies, are captured in RTHK’s institutional knowledge.

3.38 To enhance accountability and drive continuous improvement, RTHK should consider
introducing an editorial review mechanism through engaging internal or external independent
reviewers to regularly assess its programme standards and quality.

3.39 In addition, the Director of Broadcasting should establish a more proactive and
collaborative partnership with the Board of Advisors, in line with the latter’s roles as specified
in the Charter in providing advice on areas pertaining to editorial principles, programming
standards and quality of RTHK programming as well as public complaints relating to those
matters.

3.40 The handling of public complaints, especially those relating to editorial matters,
should be enhanced because public complaint is a useful indicator of editorial compliance and
content quality. There is much room for improvement regarding proper documentation,
objectivity in case handling, high-level involvement in significant cases as well as seeking
systemic improvements in light of investigation findings. The complaint procedures and case
findings should be published conspicuously on RTHK’s website and other platforms. An e-
form?* should be provided to facilitate lodging of public complaints and subsequent case
handling.

341 To manage editorial risks, RTHK should embed risk management in its editorial
processes and cultivate a risk management culture among all its staff. Risk mitigation
measures should be put in place and updated regularly. Risk assessment guidance should be
issued to cover, for example, avoidance of conflicts of interest, performing outside work, code
of conduct, use of social media, and participation in political events. The guidance should be
applicable to RTHK employees as well as contracted/commissioned service providers.

23 The use of e-form will facilitate complaints handling for both complainants and handling officers. It is more
convenient for complainants who prefer a written format. The handling officer will also be able to promptly
receive the complaints, which may be automatically categorised and assigned, thus enhancing operational
efficiency.
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CHAPTER 4. PERFORMANCE MEASUREMENT AND
EVALUATION

Highlights

H.1 Performance measurement/evaluation is an important instrument of good
governance. It facilitates the evaluation of efficiency and effectiveness in service provision,
and demonstrates to the public what they are getting for the public resources deployed by
RTHK for its service delivery. It also supports informed decision-making by the
management in achieving RTHK’s public purposes, mission, and key policy/business
objectives. Reporting of performance results both internally and to the public enhances
transparency and accountability.

H.2 All public service broadcasters (PSBs) under research by Review Team conduct
performance measurement/evaluation regularly. Detailed measurement results are
published in their annual reports. The measurement yardsticks adopted by all three PSBs
are directly related to each of the public purposes and mission set out in their respective
Charters/legislation or the key business objectives outlined in their corporate strategies/plans.
Their annual reports carry survey findings on community perception/satisfaction level
towards the extent the respective PSBs have fulfilled their PSB obligations/strategic
objectives. Operational performance results, such as audience share and reach, are also
reported.

H.3 RTHK is both a PSB and a government department. As the Controlling Officer of
a government department, the Director of Broadcasting is accountable for the public funds
allocated to RTHK and is required to report the departmental performance against
performance targets/indicators in the Controlling Officer’s Report. Furthermore, under the
Charter of RTHK (the Charter), RTHK is required to prepare an annual plan and publish an
annual report to set out, among others, its achievements in performance evaluation. RTHK
is also required to review quarterly and annually with the Commerce and Economic
Development Bureau (CEDB) its achievement of agreed performance targets.

H.4 RTHK is required under the Charter to submit reports to the Board of Advisors on
public opinion surveys regularly conducted by RTHK to track how well RTHK programming
meets up to audience expectations as well as reports on the performance evaluation of RTHK
and the department's compliance with performance evaluation indicators.

H.5 Benchmarking with other PSBs and having regard to the requirements of the Charter,
Review Team noted that there are fundamental deficiencies in RTHK’s performance
measurement/evaluation mechanism and performance reporting arrangements:

(@) Unlike other PSBs, the performance measures used by RTHK have not been
organised to directly relate to each of the public purposes and mission as set out in
the Charter. The public is, thus, unable to judge the extent to which RTHK has
fulfilled the requirements of the Charter and public funds have been well spent in
this regard;

(b) The performance evaluation findings provided by RTHK in the Controlling Officer’s
Report and the annual report, as well as its reports to the Board of Advisors, are
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mostly quantitative and output-based (such as output hours and audience reach
percentages) or lists of programmes/content made/to be released. Although the
Board of Advisors has been commissioning public opinion surveys since 2012 to
gauge public views on RTHK’s performance in relation to its public purposes and
mission, RTHK has not utilised such data or publish them as key performance
indicators (KPIs) for evaluating its compliance with the Charter requirements;

(c) RTHK lacks expertise and coordination across divisions/sections in the area of
obtaining audience feedback and performance measurement (e.g. cross-media
audience measurement, questionnaire design, audience survey, etc.);

(d) Containing only very limited performance evaluation information, RTHK’s annual
report does not meet the reporting requirement under the Charter. Besides,
RTHK’s annual plan does not address the areas required to be reported at year-end
in the annual report; and

(¢) RTHK has not hitherto provided detailed reports with management analyses that
would enable the Board of Advisors to tender meaningful advice to the Director of
Broadcasting on the relevant aspects of RTHK’s service delivery. Information
submitted to CEDB for the quarterly and annual reviews is also limited and
unfocused.

H.6 Review Team recommends that there is a need for RTHK to take prompt action to
address the aforementioned deficiencies by setting more meaningful performance
targets/indicators to facilitate evaluation of the extent of its achievement of the public
purposes and mission stipulated in the Charter. Review Team further recommends a
proposed performance measurement and evaluation framework for RTHK to better align its
performance measurement/evaluation with the requirements under the Charter.  The
performance results should be comprehensively reported to CEDB and the Board of Advisors
and, through the timely publication of the annual report, to the public.

H.7 Review Team also recommends that RTHK produce a more detailed annual plan,
outlining its strategy for achieving the public purposes and mission stipulated in the Charter
with well-defined annual performance targets/indicators to facilitate evaluation of its
achievements for reporting in the annual report.

H.8 RTHK itself and the wider public could then objectively assess RTHK’s
performance by reference to the results presented in RTHK’s annual report. Relevant
stakeholders, including CEDB and the Board of Advisors, could more meaningfully
contribute towards the betterment of RTHK through provision of appropriate policy guidance
and support to the department and advice to the Director of Broadcasting.

H.9 Review Team has also examined the performance measurement and evaluation
mechanism in RTHK at the project/activity level, namely in respect of the Community
Involvement Broadcasting Service (CIBS) and commissioned television (TV) programmes,
and has identified a number of areas for improvement.
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Need for Performance Measurement and Evaluation

4.1 An effective performance measurement and evaluation system! contributes to good
governance and management of RTHK as a PSB and a government department. It enhances
transparency and accountability, facilitates the evaluation of efficiency and effectiveness, and
demonstrates to the public what they are getting for the public resources deployed by RTHK
for its service delivery. It also supports informed decision-making by RTHK, assists RTHK’s
evaluation of the extent to which it is achieving its key policy/business objectives, and enables
RTHK to learn how to refine its service delivery for continuous improvement.

4.2 A “performance target” refers to a measurable level of performance targeted for
attainment, whereas a “performance indicator” is used for monitoring a particular aspect of
performance without setting a quantified target.  Setting appropriate and challenging
performance targets that are linked to RTHK’s obligations under the Charter and its business
objectives can lead to enhanced departmental performance and accountability.

43 Performance measures could be quantitative? or qualitative® in nature. They may
relate to inputs (e.g. staff costs and programme costs), throughputs (e.g. processing time for
applications/complaints), outputs (e.g. hours of programmes produced) or outcomes (e.g.
audience reach of radio, TV and online content). Apart from measuring efficiency and
effectiveness in service delivery, performance can also be measured in terms of customer
perception/satisfaction.  Such public feedback can be collected through surveys, online
questionnaires and focus group discussions.

(A) Performance Measurement and Evaluation in RTHK

4.4 The Charter requires the setting of performance targets, which will identify the
efficiency and effectiveness of resources deployed to the programme areas for achieving the
public purposes and mission under the Charter and assess whether value for money is achieved*.
The Charter further requires that “in order to provide a basis for public scrutiny of the extent
to which RTHK delivers its public service mission and returns value for the public money it
expends, RTHK should set clear targets, develop measurable performance evaluation
indicators and conduct regular assessments”>. For the sake of transparency, the Charter
stipulates that “RTHK should produce an annual report for public inspection”, and “the annual

report should set out details on RTHK’s operation in the past year, its performance pledges,

The Efficiency Office has introduced a balanced scorecard approach for performance measurement in B/Ds
with reference to a range of measures encompassing internal processes, financial management, customer
perspectives, organisational capabilities, etc.

For a PSB, aspects of performance that could be measured by quantitative means include, for example, total
number of transmission hours, hours of programmes produced in-house, commissioned and acquired
programmes relative to the total, and audience reach per channel.

Examples of qualitative evaluation but expressed in percentage terms: (a) audience who consider the PSB has
delivered impartial/accurate news and information; (b) audience who agree that the PSB has engendered a
sense of citizenship and national identity; and (c) audience who agree that the PSB has encouraged social
inclusion and pluralism.

4 See paragraph 11(d) of the Charter.

See paragraph 33 of the Charter.

24



the extent to which it has met its public purposes and mission, programming objectives, ...
compliance in the areas of corporate governance and accountability...”®.

4.5 The Director of Broadcasting is required to conduct quarterly and annual reviews on
RTHK’s performance with CEDB. Requirements for performance reporting to the Board of
Advisors, CEDB and the public are also specified in the Charter. Relevant provisions in the
Charter are at Appendix 4.1.

4.6 In the public funding context, the Director of Broadcasting is accountable as a
Controlling Officer for expenditure under Head 160 — RTHK. The Controlling Officer’s
Report presents the aim, key areas of work and performance targets and indicators for the
respective programme areas as well as the expenditure information on RTHK under the General
Revenue Account. A wide range of performance targets and indicators are published in the
Controlling Officer’s Report.

Overview of RTHK’s Prevailing Performance Measures

4.7 RTHK publishes its key performance information in four documents annually, namely
(a) the Controlling Officer’s Report for Head 160 — RTHK, (b) RTHK Performance Pledge, (c)
RTHK Annual Plan , and (d) RTHK Annual Report. The key performance measures
published in the 2020-21 Controlling Officer’s Report for Head 160 — RTHK’, “RTHK
Performance Pledge 2020-21”, “RTHK Annual Plan 2020-21” and “RTHK Annual Report
2019-20” are summarised in Table 4.1.

Table 4.1 Key performance measures of RTHK

Target/ | 2020-21
Indicator | COR* Performance | Annual Annual

Performance Measures Pledge Plan Report

(as defined | for Head h ) ’
by RTHK) | 160 2020-21 2020-21 | 2019-20

Radio Services

1. |Total hours of transmission/ Target v v v v
output

2. |Hours of transmission per Indicator v
channel

3. |Hours of news programming Target v
output Indicator v

See paragraphs 35 and 36 of the Charter.

In response to the recommendations in the Audit Report No. 71 in respect of performance evaluation, RTHK
has reviewed its performance targets and indicators for inclusion in the Controlling Officer’s Report and made
the following changes in the 2020-21 Controlling Officer’s Report:

- Programme Area (1): Radio —revising the performance target from “advice on radio reception within eight
working days (%)” to “total hours of transmission”, and adding a new indicator on “hours of CIBS
programmes produced”; and

- Programme Area (2): Public Affairs and General Television Programme —revising the performance target
from “total hours of output” to “total hours of transmission”, rephrasing the indicators from “total hours
of output” to “total hours of first-run programmes’, and adding several new indicators on “transmission
hours on DTT per programme staff”, “audience reach”, “average TV ratings”, “highest TV ratings”, etc.
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Target/

2020-21

. Performance | Annual Annual
Indicator | COR*
Performance Measures Pledge Plan Report
(as defined | for Head | - 507051 | 202021 | 201920
by RTHK) | 160
4. |Hours of CIBS programmes | Indicator v v
produced
5. | Cost per transmission hour Indicator v
excluding Newsroom and
CIBS ($) per channel
6. |No. of listeners Indicator v
7. | Cost per listener ($) Indicator v
8. | Audience reach per channel Indicator v
(%/no.)
9. |Total radio listenership Indicator v
(past 7 days)
10. | Minority audience compared | Indicator v
with total audience (%)
11. | No. of substantiated Indicator v J
complaints
12. | Transmission hours per Target v
programme staff Indicator v
13. | No. of community/ Target v VA
educational projects Indicator
organised
14. | Radio hours devoted to Indicator
public affairs phone-in
discussion
15. | % of main types of Indicator v
programmes by channel
16. | % of programming output by | Indicator v
programme nature
Sub-total: 14 4 3 q#n
TV Services
1. |Total hours of transmission Target v v v
2. |Total hours of first-run Target v v
programmes Indicator v
3. |Hours of transmission — DTT | Indicator v
per channel
4. |Transmission hours on DTT Target v
per programme staff Indicator v
5. |Cost per transmission hour Indicator v
on DTT ($)
6. |Major official public events Indicator v v
—no. of events
7. |Major official public events Indicator v

—no. of hours of events
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Target/

2020-21

. Performance | Annual Annual
Indicator | COR*
Performance Measures Pledge Plan Report
(as defined | for Head | - 507051 | 202021 | 201920
by RTHK) | 160
8. |Major official public events Indicator v v
—no. of hours of pool signal
provided to media
9. |Distribution of content by Indicator v v
programming nature (%)
10. | Audience reach per channel Indicator v
11. | Average TV ratings per Indicator v
channel
12. | Highest TV ratings per Indicator v
channel
13. | No. of substantiated Indicator v v
complaints
14. | No. of community/ Target v J
educational projects Indicator
organised
15. | TVAI Survey: RTHK Indicator
average
16. | TVAI Survey: no. of RTHK | Indicator v
programmes in the top 20 list
Sub-total: 16 3 2 4#n
New Media Services
1. |rthk.hk: provision of 24-hour | Target v
continuous streaming service
(%)
2. |rthk.hk - daily live streaming Target v v
(Radio and TV) Indicator v
3. |rthk.hk - daily archive access | Indicator v v
4. |rthk.hk - daily visits Target v v
Indicator v
5. |No. of podcasts available Indicator v
6. |- audio programmes (%) Indicator v
7. |- video programmes (%) Indicator V4
8. |Daily access of news pages Indicator v
9. |Distribution of online media | Indicator v
by platform type (%)
10. | RTHK On The Go: no. of Indicator v
downloads
11. |RTHK Screen: no. of Indicator v
downloads
12. | RTHK Mine: no. of Indicator v
downloads
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Target/ | 2020-21
Indicator | COR* Performance | Annual Annual

Performance Measures Pledge Plan Report

(as defined | for Head ¢ - ’
by RTHK) 160 2020-21 2020-21 2019-20

13. |RTHK News: no. of Indicator v
downloads
14. |RTHK YouTube Channel: Indicator v
no. of subscribers
15. | RTHK Facebook: no. of Indicator v
followers
16. |RTHK VNEWS Facebook: Indicator v
no. of followers
Sub-total: 8 2 1 10
Others
1. |No. of public feedback, Indicator v
complaints and enquiries
handled by CC&SU
2. |No. of station visits Indicator v
3. |No. of awards and Indicator v
recognition
Sub-total: 0 0 0 3
Target 3 9 2 6
Total: .
Indicator 35 - 4 15

*  “COR?” refers to the Controlling Officer’s Report.

# This indicator covers only the number of substantiated cases ruled by the CA. The number of substantiated
complaints for radio services and the number of substantiated complaints for TV services are shown as a
combined indicator for radio and TV services in the Annual Report.  For the purpose of calculating the sub-
total and the total in Table 4.1, the combined indicator is counted under the “Radio Services” section.

~  The Annual Report shows the total number of community/educational projects organised by RTHK as an
overall target. For the purpose of calculating the sub-total and the total in Table 4.1, this overall target is
counted under the “Radio Services” section.

Source: Analysis of RTHK records

Means of Collection of Performance Measurement Data

4.8 RTHK conducts a variety of audience measurement and stakeholder engagement
activities® to collect audience and public feedback on its service performance. In addition,
internal performance information’ is compiled by the respective sections/units. The means
through which RTHK collects performance information on its programme production are set
out in paragraphs 4.9 to 4.17 below.

Radio Services

4.9 Radio Audience Survey (RAS): It aims to collect data on the listenership,

These activities include audience surveys, opinion surveys, focus group discussions and performance
evaluation questionnaires.

Such information includes financial and manpower information, output of programme production and
complaint statistics.
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appreciation index, awareness level and image perception of RTHK’s radio programmes. In
response to the recommendations in the Director of Audit’s Report No. 71 (Audit Report No.
71) on the procurement of RAS, a new survey methodology different from that for the RAS
2018 was adopted in the RAS 2020. Data for two new performance indicators (namely, the
share of total listening time per channel and the appreciation indices of individual radio
channels) were collected in the survey and will be reported in the Controlling Officer’s Report
from 2021-22 onwards.

4.10  CIBS Focus Group Survey: In response to the recommendations in the Audit Report
No. 71, RTHK plans to conduct a focus group survey on CIBS every two years to collect
feedback from CIBS applicants as well as audience on CIBS programmes, and to analyse the
views gathered to assist future planning. In end 2019, RTHK commissioned a focus group
survey to cover programmes in Quarter 13 to Quarter 24'°.

4.11 Other public feedback channels: The Radio and Corporate Programming (R&CP)
Division also organises focus group discussions, online questionnaire surveys, an offline
questionnaire in Fine Music Magazine and Channel Head’s Hotlines to gauge listeners’
feedback for Radio 3, Radio 4, Radio 5 and the Putonghua Channel.

TV Services

4.12  Television Programme Appreciation Index (TVAI) and Audience Survey:
Starting from the TVAI and Audience Survey 2020'!, RTHK has improved the survey design
to collect viewership figures across selected platforms (e.g. TV set, computer and mobile
phone/tablet) for RTHK and other local TV channels on an annual basis. In response to the
recommendations in the Audit Report No. 71, the survey will also collect the public
appreciation level for selected TV programmes broadcast by RTHK, viewership of TV
programmes commissioned and acquired by RTHK, audience feedback on RTHK’s cultural
and educational TV programmes, and public awareness of RTHK’s TV Commissioning
Scheme. The final report for the 2020 survey is expected to be available in early 2021.

4.13 Digital Terrestrial Television (DTT) Penetration Survey: In response to the
recommendations in the Audit Report No. 71, RTHK commissioned a one-off DTT survey in
November 2019 to collect information on the audience’s viewing habits and preferences in
watching RTHK TV programmes, their expectation towards and evaluation of its TV
programmes, ways of watching RTHK TV programmes, the profile of RTHK’s TV
audienceship, etc. It is expected that the survey findings would assist RTHK in ascertaining
the reasons for the low ratings of its programmes and measuring the number of households
having access to RTHK’s channels but not watching its TV programmes. Such information
would enable RTHK to conduct more meaningful performance evaluation for its TV services.
The final survey report is expected to be available in early 2021.

10 A focus group survey covering programmes in Quarter 1 to Quarter 12 was conducted in 2014.  According
to the findings of the 2019 focus group survey, CIBS could provide a unique and effective platform for
participants to take part in broadcasting services and reach out to the community. In light of the
recommendations in the survey report, RTHK has streamlined the application procedures, revised the selection
criteria, simplified the procedures for public voting on the applications received by RTHK and enhanced the
publicity of CIBS.

Before the TVAI and Audience Survey in 2020, a quarterly TVAI Survey was conducted mainly to collect

data on the public awareness level and the appreciation indices of selected local TV programmes, including
programmes produced in-house by RTHK.
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4.14 TV Audience Measurement Survey: The industry-sponsored survey provides data
on the audience reach of a TV channel/programme by measuring the number of persons who
have watched at least one minute of a TV channel or programme real time on air during a
specific period of time. RTHK procures the daily TV audience reach data for all its
programmes in each quarter-hour.

4.15 Commissioned TV Programmes Focus Group Study: In response to the
recommendations in the Audit Report No. 71, RTHK has commenced to conduct a focus group
study on its commissioned TV programmes. The first focus group survey was conducted in
2019.

New Media Services

4.16  Web analytics and social media analytics: New Media Unit prepares a Monthly
Media Access Report, which contains month-on-month comparisons and analysis of the access
rates of RTHK programmes available on RTHK’s own website (rthk.hk) and mobile apps, for
reference by senior management and division/section heads. RTHK is also exploring the use
of social media analytics tools to measure the exposure of RTHK products on digital news
platform and social media.

Public Opinion Survey Commissioned by the Board of Advisors

4.17  Since 2012, the Board of Advisors has been commissioning a “Survey on the Public
Image of RTHK” periodically to collect public views and expectations on RTHK with regard
to its public purposes and mission under the Charter. The survey also tracks and measures
the public’s usage of RTHK’s radio, TV and new media services. The last survey was
conducted in 2018. Survey findings are discussed at the meetings of the Board of Advisors
and published on the Board’s website.

Performance Monitoring and Evaluation

4.18 At the corporate level, RTHK carries out in-year monitoring and evaluation of its
performance at various senior management meetings. In addition, the Charter requires
quarterly and annual reviews to be conducted between CEDB and the Director of Broadcasting
on RTHK’s progress in achieving/achievement of the agreed performance targets.

4.19 At the programme level, R&CP Division and Television and Corporate Businesses
(TV&CB) Division hold Performance Evaluation Meetings and Programme Evaluation
Meetings respectively, as part of the annual planning process to review the performance of
individual radio and TV programmes in light of the results of various audience surveys and
public feedback collected through various channels. Programme performance is also
deliberated internally throughout the year.

420  Currently, audience measurement is performed by R&CP Division, TV&CB Division
and New Media Synergy and Support Section separately with respect to the content they
produce and the service platforms they are in charge of. Relevant activities (e.g. procurement
of survey services, organisation of hotlines to obtain direct audience feedback and data
interpretation) are handled by the respective sections/units, with variations in data quality and
the relevance of the measurement outcomes to future planning.
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Performance Reporting

Reporting Requirements under the Charter

4.21 Under the Charter, RTHK is required to prepare an annual plan in consultation with
the Board of Advisors and CEDB'2.  In addition, it is required to produce an annual report for
public inspection within six months after the end of the year reported on'>.

4.22  RTHK is also required to provide to the Board of Advisors reports on public opinion
surveys regularly conducted as well as reports on the performance evaluation of RTHK and the
department’s compliance with performance evaluation indicators. The Board of Advisors
advises the Director of Broadcasting on the adoption of appropriate performance evaluation
indicators and ways to improve service delivery'.

4.23 The Board of Advisors meets every two months. “Updates on Programmes” (see
sample at Appendix 4.2) is one of the regular items for reporting to the Board of Advisors on
the latest programmes and projects produced/undertaken by RTHK’s radio, TV and new media
services. Other subjects such as findings of public opinion surveys conducted by RTHK and
RTHK’s Annual Report are reported to the Board of Advisors in the course of the year.

Reporting in the Controlling Officer’s Report

4.24  As a Controlling Officer, the Director of Broadcasting reports on RTHK’s financial
performance, sets out the extent of RTHK’s achievement of its performance targets, and tracks
RTHK'’s performance annually in the Controlling Officer’s Report for Head 160 — RTHK.

Performance Pledges

4.25  According to Civil Service Bureau Circular No. 7/2009, bureaux/departments (B/Ds)
should report on the achievement of their past performance against set targets and planned
improvements. RTHK has not hitherto published such assessments. ~Although performance
achievements are published in the RTHK Annual Report, they are not labelled as achievements
against RTHK’s performance pledges nor are they aligned with the performance measures
published in the RTHK Performance Pledge. For example, RTHK’s achievements in respect
of the performance pledges concerning the “number of hours of news programme output” and
the “number of transmission hours per programme staff” are not reflected in the Annual Report.

Findings and Recommendations
426  There is scope for improvement in various respects in RTHK’s performance
measurement and evaluation, performance reporting and transparency. Review Team’s major

findings and recommendations are set out in paragraphs 4.27 to 4.35 below.

4.27  Review Team considers that RTHK should make more purposeful use of audience

12" See paragraph 31 of the Charter.
13 See paragraph 35 of the Charter.

4 See paragraph 13(d) of the Charter.
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research and audience measurement tools to inform its business decision-making with a view
to driving continuous improvement. For example, the Appreciation Indices collected from
the TVAI Survey on selected TV programmes of RTHK have long been used by RTHK for
measuring its programme quality.  Yet, RTHK has not developed a comprehensive
performance measurement system to reflect its level of performance in relation to RTHK’s
obligations set out in paragraphs 4, 5 and 18 to 20 of the Charter since its signing in 2010.
Although public opinion surveys on RTHK’s achievement of its public purposes and mission
have been conducted since 2012, RTHK has not utilised these data or published them as KPIs
for evaluating its performance.

4.28 Review Team noted that most of RTHK’s existing performance measures are output-
based performance indicators. The three performance targets presented in the 2020-21
Controlling Officer’s Report for Head 160 — RTHK (namely “total hours of transmission” for
Programme (1) Radio (61 320 hours), “total hours of transmission” for Programme (2) Public
Affairs and General Television Programme (26 280 hours), and “rthk.hk — provision of 24-
hour continuous streaming service (%)’ for Programme (4) New Media (100%)) merely reflect
the round-the-clock nature of RTHK’s media services. They do not offer any meaningful
insights into RTHKs extent of achievement towards its public purposes and mission under the
Charter, nor do they measure the efficiency and effectiveness in RTHK’s use of public
resources in its service delivery. Besides, there is inconsistency between RTHK’s Controlling
Officer’s Report and the RTHK Performance Pledge in defining a performance measure as a
“target” or “indicator”.

4.29  Review Team noted that due to technological limitations, currently RTHK is unable
to obtain cross-media audience measurement data for its programmes that are available on both
conventional channels and new media platforms'®.

4.30 Audience research and analysis has become an increasingly sophisticated tool to
measure changing levels of audience consumption and behaviours'®. Review Team observed
that there is a general lack of expertise and coordination across divisions/sections in RTHK in
the areas of audience research and performance measurement, such as formulation of a
corporate audience research and measurement plan, alignment of the research/survey
objectives, improvement of the measurement methodologies and questionnaire design in light
of experience, adoption of new measurement technologies, performance monitoring and
evaluation of service providers as well as training for RTHK staff.

431 Review Team further observed that while RTHK’s quarterly performance in relation
to selected performance targets/indicators (e.g. hours of output for each radio channel, hours
of radio news programming output, hours of CIBS programmes produced, hours of TV first-
run programmes, hours of TV output per section and daily visits and page view on rthk.hk) is

Other PSBs are making headway in cross-media audience measurement. For example, in the BBC, a
measurement tool named “Compass” is used to measure the performance of the BBC’s services across all
platforms with audience interactions. For the ABC, a variety of data sources (including data obtained by
conventional audience measurement tools as well as digital analytics data) are used for cross-media
measurement.

Drawing on the experience of the BBC, its dedicated team for audience research and measurement is
responsible for designing surveys, collecting audience data and monitoring audience performance in respect
of the BBC’s TV, radio and online media services. The team provides audience data and insights to support
performance measurement/evaluation as well as decision-making across the corporation.
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presented in its regular reports submitted to CEDB, such information does not support effective
performance evaluation. Moreover, there are no management highlights to enable CEDB to
grasp the progress of RTHK’s achievement of key performance targets.

432  Review Team further noted that RTHK’s Annual Report does not currently cover in
full all the areas specified in paragraph 36 of the Charter. While setting out the production of
a variety of content for delivery via RTHK’s radio, TV and new media services, the Annual
Report does not explain the extent to which such content production has fulfilled RTHK’s
public purposes, mission and programming objectives. Nor does it evaluate RTHK’s
achievement of its performance targets or explain the actions to be taken to address areas
requiring improvement.  There is also insufficient information on the department’s
compliance in respect of corporate governance and accountability, and the handling of public
complaints.

433  In addition, RTHK’s Annual Plan currently does not address the areas to be reported
on in RTHK’s Annual Report.  Such a disparity in content between the two documents makes
it difficult for the public to objectively evaluate RTHK’s performance.

434  Review Team further noted that the “Updates on Programmes” regularly submitted by
RTHK to the Board of Advisors merely list new programmes and projects produced/undertaken
by its radio, TV and new media services. These updates do not facilitate meaningful
discussion by the Board. Likewise, for the other subjects reported to the Board of Advisors,
there is a lack of sufficient information, analysis and management highlights to assist the
Board’s deliberations and tendering of advice to RTHK.

4.35 Review Team recommends that RTHK should:

(a) develop a comprehensive performance measurement and evaluation system,
supported by appropriate performance targets/indicators, to reflect its level of
performance in respect of its public purposes and mission as well as programming
objectives under the Charter;

(b) improve the use of audience research and audience measurement tools for informed
decision-making with a view to driving continuous improvement;

(c) rationalise the choice of performance targets/indicators presented in the Controlling
Officer’s Report, the RTHK Performance Pledge, the RTHK Annual Plan and the
RTHK Annual Report;

(d) enhance its digital analytics capability for measuring and evaluating its cross-media
performance;

(e) revamp the format and content presentation of the quarterly and annual review reports
submitted to CEDB; and

(f)  strengthen the reporting to the Board of Advisors on public opinion surveys regularly
conducted by RTHK and on RTHK’s performance evaluation, as required by the
Charter.
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(B) Practices Adopted by other PSBs

436  Review Team has conducted desktop research on the practices adopted by selected
PSBs elsewhere (namely, the Australian Broadcasting Corporation (ABC), the British
Broadcasting Corporation (BBC)!7 and the Canadian Broadcasting Corporation (CBC)).
The major findings are summarised in Appendix 4.3.

437  Review Team noted that all three PSBs adopt a comprehensive performance
measurement and evaluation framework, which includes a range of performance measures to
measure effectiveness, efficiency, productivity, quality, etc. It is particularly noteworthy that
the performance measures used by all three PSBs relate directly to their specified mission and
public purposes and/or strategic business priorities.

(C) Proposed Performance Measurement and Evaluation Framework for
RTHK

Performance Measurement and Evaluation at the Corporate Level

4.38 The practices adopted by other PSBs provide a point of reference for Review Team to
evaluate the recent progress made by RTHK on its performance measurement and evaluation.

439  RTHK has adopted a performance measurement and evaluation framework based on
the Controlling Officer’s Report, with numerical performance data (such as cost of inputs,
outputs and audience evaluation data) in respect of each of its key programme areas.
Nevertheless, since the signing of the Charter in 2010, RTHK has not made adjustments to its
performance measurement and evaluation framework by linking it with the public purposes,
mission and programme objectives under the Charter. As a result, it is not possible to
objectively evaluate the extent of RTHK’s achievement of its Charter obligations as there are
insufficient relevant performance targets/indicators to assist such evaluation. There is also a
lack of indicators for measuring the efficiency and effectiveness in the use of resources
deployed to RTHK’s core business activities or audience perception of the extent of RTHK’s
fulfilment of its Charter obligations. Without such information, an assessment of the value
for money achieved for the public resources deployed by RTHK cannot be made.

4.40  Review Team proposes a new performance measurement and evaluation framework
as set out in Figure 4.1. It comprises the following three components:

(a) Objective: The objective of RTHK is to fulfil the public purposes, mission and
programming objectives under the Charter'?;

(b) Performance dimensions: In order to meet the requirements of paragraph 11(d) of the
Charter which states that performance targets should be set to identify the efficiency
and effectiveness of resources deployed to the programme areas for achieving the
public purposes and mission and assess whether value for money is achieved, the

17" In respect of the BBC, Review Team has also researched on the practices adopted by Ofcom in evaluating the
BBC’s performance.

18 As stipulated in paragraphs 4, 5 and 18 to 20 of the Charter.
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following three performance dimensions are proposed to give a balanced overall
picture of RTHK’s performance in its key activities:

(1)  Quantity: evaluating the availability and consumption of RTHK’s services;

(1)  Quality: evaluating the quality and audience perception of RTHK’s programmes;
and

(ii1) Cost-effectiveness: evaluating the cost-effectiveness of resources deployed to
RTHK’s core business areas and activities; and

(c) Performance Targets/Indicators: targets should be set on the quantified level of
performance that RTHK aims to achieve; and indicators should be used for monitoring

progress made in respect of different aspects of performance.

Figure 4.1 Proposed performance measurement and evaluation framework for RTHK

Objective
RTHK’s Public Purposes, Mission and programming objectives
under the Charter
|
| |
Performance Cost-
dimensions i i
Quantity ST effectiveness
Performance
targets / Performance Performance Performance
indicators targets targets targets
Performance Performance Performance
indicators indicators indicators

4.41 Figures 4.2 and 4.3 illustrate how to evaluate RTHK’s performance, using the
proposed performance measurement and evaluation framework (examples of performance
targets and indicators are for illustration only).
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Figure 4.2 Evaluation of RTHK’s performance in fulfilling the public purpose stipulated
in paragraph 4(a)(i) of the Charter using the proposed framework: an illustration
Objective

Public Purpose: Sustain citizenship and civil society. This involves
(i) promoting understanding of our community, our nation and the world
through accurate and impartial news, information, perspectives and analyses.

Performa nce| Cost |
dimensions : : ost-
uanti ualit .
Q ty Q y effectiveness
xx hours of news +  xx % of audience (<20,20—- + Within $xx per audience
Performance programming output 39, 40 — 60, >60) who member
tEWgEtS agree that RTHK is

effective at providing
accurate and impartial
news programmes

Performance . Number and % of audience * The most accurate news * Cost per hour of news
indicators ( <20, 20 - 39, 40 - 60, radio/TV Channel programming output
>60) who listen or watch
RTHK news programmes
each week

Figure 4.3 Evaluation of RTHK’s performance in meeting the programming objective
stipulated in paragraph 18(b)(vi) of the Charter using the proposed framework: an
illustration

Objective

Programme objective: give emphasis to productions with
locally produced original content

Cost-
uanti ualit .
Q ty Q y effectiveness
Performance . xxhoursareallocatedto + xx % of audience who
targets the broadcasting of local agree that RTHK is

original productions providing content of high
standard for originality

Performance - Numberand % of hours * % of audience who agree * Cost of locally produced

indicators that are local original that RTHK has raised the original programmes made
productions awareness of local by commissioned producers
production

4.42 The proposed performance measurement and evaluation framework would facilitate
management by results in a manner that is more oriented to what is produced and what is
achieved throughout RTHK. It would improve monitoring and evaluation of RTHK’s
performance to drive continuous improvement. By aligning internal performance reporting
to CEDB and the Board of Advisors with external reporting to the public, it would enhance the
transparency of RTHK’s performance achievements and the evaluation process against the
requirements under the Charter.
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4.43 Review Team recommends that RTHK should:

(a) benchmarking with other PSBs, review its existing performance measurement
yardsticks;

(b) consider adopting the proposed performance measurement and evaluation framework
to better align its performance measurement and reporting with the requirements
stipulated in the Charter;

(c) produce a more detailed annual plan to outline a strategy for achieving each of the
public purposes and mission stipulated in the Charter, supported by a resource
deployment plan for each of its programme areas as well as well-defined annual
targets and indicators for performance measurement and evaluation in terms of
efficiency, effectiveness, community perception and value for money; and

(d) produce a more detailed annual report in accordance with the specific requirements of
the Charter.

Performance Measurement and Evaluation at the Project/Activity Level

4.44  Performance measurement and evaluation is a useful management tool at not only the
corporate level, but also the project/activity level. Review Team has examined performance
measurement and evaluation issues concerning CIBS and commissioned TV programmes in
RTHK.

CIBS

445  CIBS aims at encouraging the participation of community and ethnic minority
organisations as well as individuals in broadcasting, with a view to promoting social gains. In
2020-21, $10 million in recurrent expenditure was allocated to RTHK to provide funding to
successful applicants for producing an estimated total of 884 hours of programmes under
CIBS".

446  Operationally, RTHK invites applications in May and November every year from
organisations and individuals with no experience in broadcasting, with each round covering
specific themes (such as education, art & culture, social services & innovation, politics &
economy, industries & creativity, health, environment, religion & philosophy, science &
technology, sports & recreation and district affairs), the theme of ethnic minorities and “free
topic’.  RTHK has set up a CIBS Selection Committee, comprising seven non-official
members?’, for selecting successful applications. From December 2012 to October 2020,
RTHK received a total of 2 169 applications in 16 rounds of applications for 32 quarters of

19 When it was set up in 2012, CIBS was supported by the Community Involvement Broadcasting Fund with a

capital allocation of $45 million. As at 31 March 2020, around $40.5 million had been spent. The Fund
has been subsumed under Head 160 — RTHK Recurrent Expenditure Subhead 000 Operational expenses with
effect from 2020-21. The provision in 2020-21 is $10 million.
20 Members of the CIBS Selection Committee include academics on communications or broadcasting, experts
from different fields drawn from the RTHK Programme Advisory Panel and one member familiar with ethnic
minorities issues. Depending on the designated programme themes for each round of applications, the
Director of Broadcasting will draw from the RTHK Programme Advisory Panel a few members whose
expertise is relevant to the assessment involved.
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CIBS programmes. With 565 successful applications, the overall success rate is 26%.
RTHK assigns a Programme Officer?! (known as “CIBS Facilitator”) for each successful
applicant (known as “CIBS Producer”) to monitor the completion of the programme.

4.47  Review Team has examined the implementation of CIBS to assess the extent to which
the objectives of the scheme have been achieved in an efficient and effective manner. Of the
various findings, Review Team noted, for example, that the percentage of applicants who were
selected repeatedly was relatively high. This does not seem to align with the objectives of the
scheme. Review Team recommends RTHK to review the selection criteria to accord priority
to applicants who have not been selected before so as to promote wider community
involvement in the scheme and thus allow more social gains to be realised.

4.48  In addition, Review Team recommends RTHK to track improvement in this regard,
for example, by monitoring the number of first-time CIBS applicants, the number of first-time
CIBS Producers, the number of persons participating in CIBS programmes for the first time
(including production crew and guests) and the number of persons participating in radio
broadcasting for the first time.

4.49 In completing the application form, applicants are currently required to provide
information on two expected deliverables (namely, “community involvement?? and “talent
nurturing”?*) and other additional information as considered appropriate’*. Review Team
noted that, qualitatively, these expected deliverables do not fully meet the objective of the
recommendations in the Audit Report No. 71 (viz. “require the CIBS applicants to set expected
deliverables that are measurable and evaluate achievements of the expected deliverables”).
Review Team recommends that applicants should be required to provide more meaningful
expected deliverables that are measurable as well as input on the two principal assessment
criteria of “social gains™?® and “feasibility”*® for their proposals. This would facilitate both
application assessment and project performance evaluation.

4.50  Review Team further noted that the CIBS Producer and the CIBS Facilitator are
required to each complete a CIBS Evaluation Report upon project completion. The
evaluation report includes a score for “overall performance”, but the form does not spell out
the consideration criteria in deciding the score nor are justifications required for the score given.
This would give rise to inconsistency in the evaluation standards applied and, in the absence
of detailed comments, impede meaningful performance evaluation.  Review Team

2l Ranked at APO or above.
2 “Community involvement” refers to the number of persons participating in the programme, including
production crew and guests. RTHK requires CIBS applicants to provide this input, in response to the
recommendations in the Audit Report No. 71.

23 “Talent nurturing” refers to the number of persons participating in radio broadcasting for the first time.
RTHK requires CIBS applicants to provide this input, in response to the recommendations in the Audit Report
No. 71.

24 Most applicants did not provide additional information in their application forms.

25 Such as plurality, diversity, social inclusion and mutual respect.

26 Such as the applicant’s organisational ability, project feasibility in terms of resource availability, anticipated

problems and risks.
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recommends RTHK to review the CIBS project evaluation form and give clear guidance on the
assessment criteria.

4.51 Currently, RTHK invites listeners to provide their views on CIBS programmes by
completing an online questionnaire at CIBS website’’. Review Team recommends RTHK to
consider tracking the listeners’ feedback on the social gains attained as well as the satisfaction
level of individual programmes for performance evaluation purpose, and arranging an
automatic pop-up of the feedback questionnaire every time after a listener has listened to a
CIBS programme online in order to collect more audience feedback.

Commissioned TV Programmes

4.52  The objectives of the commissioning of TV programmes are to provide an open
platform for independent producers to exhibit their creativity and to help build up Hong Kong's
independent TV programme production industry.  Review Team has examined the
performance measurement and evaluation mechanism in respect of RTHK’s commissioned TV
programmes.

4.53  The number of output hours for TV commissioned programmes was 45.7 hours in
2019-20. The planned output hours in 2020-21 and 2021-22 are 49 and 51 hours respectively.
The contracted amount for TV commissioning in 2019-20 was about $10 million. As a
government department, performance measurement and evaluation is critical in order to
ascertain the value achieved for the resource deployment.

Scheme design

4.54  Review Team considers that a clear commissioning strategy should be established and
reviewed from time to time. For example, Review Team noted that RTHK introduced “New
TV Format” as a new genre for the scheme in the last season 0of 2019.  Each project comprises
a 6-episode series on a topic chosen by the applicant®®.  Although it is a free-topic format,
“relevancy to the theme” is one of the criteria for assessing applications. Without further
elaboration on this criterion, it is unclear to applicants what RTHK is looking for and this may
lead to different interpretations by the assessment team in evaluating the applications.
According to RTHK, no application has been awarded under this genre so far.

Programme implementation

4.55  Inresponse to the recommendations in the Audit Report No. 71, RTHK has introduced
improvement measures to more closely monitor the production progress of commissioned TV
programmes. This notwithstanding, Review Team noted that delays®® have continued in
selected projects, resulting in delays in the completion of programme production and the

27 RTHK introduced the online questionnaire at the CIBS website in March 2019, in response to the

recommendation in paragraph 2.54 (d) of the Audit Report No. 71.
28 For reference, in the case of the ABC, it has set up a Content Ideas Lab to pilot new content formats,
distribution methods and ways of working. This approach would ensure that the pilot new content formats
would align to the commissioning strategy, audience research and trends.
2 A total of seven commissioned projects were completed in 2019-20.  Of these projects, three had delay in
one stage and one project had delays in three stages.
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closing of project accounts.

Programme evaluation

4.56  Atpresent, the commissioning editor is required to complete a project evaluation form
after receipt of all deliverables. Scores are given for individual aspects of performance such
as “conformity with original programme idea”, “quality of production” and “communication
with commissioning editors”. The overall passing mark of 40 (out of 100) appears to be a
fairly low threshold for what is considered as satisfactory performance. Yet, as reflected in
the evaluation of 11 “New Talent Drama” projects completed in 2017- 2020, one of the projects
failed to attain even the low passing mark of 40, and the commissioning editor did not provide

any comments in the project evaluation form.

4.57 Currently, commissioning editors are required to provide more detailed comments
only for unsatisfactory projects (i.e. with an overall score of 40 or below). There is, thus,
insufficient information on completed projects for reference when evaluating bids from the
same commissioned contractor in future commissioning exercises. The lack of useful project
information would impede the conduct of a meaningful review of the commissioning
arrangements to drive continuous improvement towards the objectives of TV commissioning.

458 In the RTHK TV Programme Commissioning Focus Group Survey 2019°°, the
contracted survey house recruited 26 viewers and 27 non-viewers of RTHK’s commissioned
TV programmes to participate in the focus group discussions, during which participants were
asked to rate “whether the goals of RTHK’s TV Programme Commissioning had been
achieved”. This seemed to be at variance with the purpose underlying the recommendations
in the Audit Report No. 71 (viz. “to obtain audience feedback on the satisfaction rates of
commissioned programmes and areas for improvement”). Review Team has reservations that
the survey participants were sufficiently well-informed to assess whether the goals of RTHK’s
TV Programme Commissioning had been achieved.

4.59  The Focus Group Survey 2019 identified two critical improvement areas, namely low
public awareness of the commissioned programmes and programme quality. Review Team
noted that RTHK has stepped up publicity to promote the launch of the commissioning exercise
in March 2020, with encouraging results. In parallel, RTHK is exploring measures to address
the issue of programme quality”!.

4.60  Review Team further observed that there are currently no performance indicators on
the production cost of commissioned programmes for measuring the cost-effectiveness of the
commissioning scheme or individual commissioned projects.

4.61 Review Team recommends that RTHK should:

(a) establish a clear TV commissioning strategy, with appropriate performance targets
and indicators, and keep it under regular review in light of industry response to deliver

30 The focus group survey was conducted in response to the recommendations in the Audit Report No. 71 to

obtain audience views on RTHK’s commissioned TV programmes.

31 For example, RTHK has introduced new commissioning genres such as New Talent Drama and New TV

Format.
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(b)

(c)

(d)

the objectives of the scheme and to drive continuous improvement in programme
quality;

closely monitor the production progress of commissioned programmes to prevent
delays in the submission of all deliverables;

review and improve the performance evaluation mechanism for completed
commissioned programmes; and

review the design of the focus group survey to focus on obtaining audience feedback
on the satisfaction rates of commissioned programmes.
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CHAPTER 5. MANAGEMENT OF RTHK’S WORKFORCE

Highlights

H.1 Manpower is an invaluable core asset to a public service broadcaster (PSB) such as
RTHK, as they produce the content that enables RTHK to achieve its public purposes and
mission as set out in the Charter of RTHK (the Charter) and the on-air talents are its public
face and voice. The Charter also requires the Director of Broadcasting to establish a cost-
effective organisation with appropriate staffing and other necessary resources, in compliance
with applicable government rules and regulations, for fulfilling RTHK’s Charter obligations.

H.2 RTHK engages a mix of civil servants, contract staff, freelance service providers
(commonly known as “Category II service providers” or “Cat. II service providers”) as well
as manpower under outsourced contracts/term contracts to deliver its services. Review
Team has four major observations with regard to the management of manpower resources in
RTHK.

Lack of a holistic departmental manpower strategy

H.3 Strategic manpower planning requires a purposeful assessment of options against
organisational objectives, for example, evaluating the relative merits of different types of
manpower having regard to quality, workload fluctuations and financial implications;
identifying the most suitable civil service grade/rank where the service need is regular and
long-term; determining the appropriate terms of engagement to balance the needs between
maintaining a stable workforce and attracting new blood; and providing staff training and
development to nurture talents to meet both operational and succession needs.

H.4 Despite the manpower-intensive nature of its business operation, RTHK does not
have a holistic departmental manpower strategy well-attuned to its business objectives and
operational priorities while achieving cost-effectiveness in order to maximise value in its
service delivery. Nor is there any regular effort to assess its manpower deployment in light
of changing external/internal circumstances to ensure both compliance with relevant rules
and continuous improvement in corporate performance.

Programme Officer grade

H.5 As at 1 August 2020, out of 735 civil service posts in RTHK, 546 (74.3%) belong
to the core grade, the Programme Officer (PO) grade. At the junior and middle-ranking
levels up to the Senior Programme Officer (SPO) rank, POs are divided into two streams,
namely the “Programme and Media Management” stream and the “Production and Support”
stream, which are further split into 14 different work types. Over the years, this has resulted
in departmental silos which impede internal synergy and collaborative working across
organisational boundaries. This compartmentalised approach allows divisional/sectional
considerations focusing mainly on short-term operational needs to take precedence over
wider longer-term corporate interests such as the career development of PO grade officers to
meet RTHK’s succession needs:

(a) Recruitment is based on 14 individual work types. Instead of attracting talents
with potential to join RTHK for longer-term career development in a converged
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media environment, the recruiting divisions/sections look for staff suitable for
filling available vacancies in specific work types to meet immediate needs;

(b) Confirmation to the permanent establishment is based primarily on performance in
a narrow field with insufficient regard to the officer’s potential for longer-term
advancement;

(c) Promotion up to SPO rank is also work type-based, and cross-stream promotion is
not allowed. Promotion boards identify promotees mainly by reference to the
interests of the relevant sections/units with vacancies;

(d) Without a competency-based approach for appraising staff performance! for up to
the Principal Programme Officer (PPO) rank, the training and development needs
of appraisees cannot be addressed promptly to support the nurturing of a
professional workforce;

(e) There is no structured training to equip PO grade officers with a good understanding
of the requirements upon RTHK as a PSB under the Charter and as a government
department, or to develop their professional and leadership skills; and

(f) There is no career development planning for individual officers to nurture their
capabilities and to ascertain their leadership potential through postings of different
nature.

H.6 Notwithstanding the above, officers in all work types automatically become eligible
for promotion to the PPO rank and above despite their very limited exposure beyond their
respective work types. In the absence of well-planned training and career development for
PPOs and above to prepare them for higher responsibilities, succession becomes an issue in
RTHK.

H.7 Besides, the streaming arrangement for the PO grade necessitates the conduct of
frequent recruitment/promotion exercises. For example, RTHK conducted a total of 15
recruitment exercises and 86 promotion exercises for the PO grade in the last three financial
years. This involved substantial administrative effort, which does not contribute much to
effective grade management or the fulfilment of RTHK’s Charter obligations.

Engagement of contract staff and freelancers

H.8 Alongside civil service PO grade officers, RTHK engages a sizable non-civil service
contingent to work in different areas of programme production, including over 1 800 Cat. II
service providers and around 400 full-time/part-time Non-Civil Service Contract (NCSC)
staff.

“Competencies” refer to the knowledge, skills and attributes required to perform a work function effectively,
and can be broadly categorised as “core competencies” (e.g. managerial competency required of appraisees in
managerial positions) and “functional competencies” (i.e. competencies specific to the effective performance
of certain functions). A competency-based approach to performance appraisal provides supervisors with a
structured means, using a common language, to define appropriate job behaviours, evaluate the existing
competency of an officer at his substantive rank, assess his potentials for progression to the next higher rank,
and identify his training and development needs.

43



H.9 RTHK runs a separate NCSC (Programme) scheme, in addition to ordinary NCSC
staff employed by the department, to supplement both full-time and part-time manpower to
meet programme needs. Scheme administration has been devolved to divisions, yet without
adequate corporate-level monitoring to ensure administrative efficiency and cost-
effectiveness. Around $72 million was spent on NCSC staff in 2019-20 department-wide.

H.10  Engagement of Cat. II service providers dates before 1980s, with the intention of
giving RTHK flexibility in meeting short-term programme needs which cannot be met
through other means due to the uniqueness of the required service. The originally approved
scheme covers five service categories (namely casual artists, disc jockeys, scriptwriters,
researchers and contributors), which have been expanded over the years to cover 76 different
job titles currently. As at 1 August 2020, there were around 3 000 Cat. II service contracts.
Around $71 million was spent on Cat. II services in 2019-20.

H.11  Both radio services and television (TV) services in RTHK rely heavily on NCSC
staff and Cat. Il service providers in programme/content production. Review Team
observed that much of the programme/content production work carried out by these non-
civil service personnel (e.g. producer, programme director, research, scriptwriting and
journalistic reporting) resembles the core duties of the PO grade. This raises the question
as to whether the skillset and the form of employment (e.g. in terms of flexibility) of the PO
grade, as well as RTHK’s current organisation of programme/content production with limited
synergy across different media, is well-suited to meet the business and operational needs of
RTHK as a full-fledged PSB providing radio, TV and new media services concurrently.

Administration of the Cat. II scheme

H.12  While recognising RTHK’s need for freelancers to support its operations, the loose
administration of the Cat. II scheme raises concerns:

(a) The flexibility over direct engagement of Cat. I service providers is not fully
justified by, or at least not properly documented with reference to, the uniqueness
of the required service/service provider in every case. The original five service
categories has proliferated to a large number of job titles;

(b) Decisions to engage Cat. II service providers rest largely with middle-ranking
officers in individual divisions/sections, without effective overarching monitoring
at the corporate level,

(c) The expected quality and level of performance is not clearly set out in the service
contracts;

(d)  while the subject officers concerned are required to declare whether they have any
conflicts of interest in the case under processing, such declaration is not properly
documented; and

(e) There are no departmental guidelines on what constitutes a conflict of interest in
the context of RTHK as a PSB for its staff, Cat. II service providers and other
contracted service providers, for example, on their external work, activities and
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H.13

(a)

(b)

(©)

H.14

conduct that could give rise to negative public perceptions and hence undermine
RTHK’s reputation for impartiality and its credibility as a trusted PSB.

Review Team recommends that RTHK should:

formulate a holistic departmental manpower strategy to support cost-effective
delivery of quality services in fulfilment of its Charter obligations, and keep the
strategy under regular review with the objective of driving continuous improvement
in corporate performance to maximise value to the community;

critically review and rationalise the role and core functions, the skillset
requirements as well as the streaming arrangement of the PO grade, with a view to
enhancing professionalism and fostering internal synergy to better meet RTHK’s
operational and succession needs and to sustain the department’s long-term
development. Grade management should display leadership in nurturing the PO
grade to match its core responsibilities; and

review and improve the administration of its non-civil service manpower schemes,
including the Cat. Il mechanism, to ensure RTHK’s consistent compliance with the

Charter and other related requirements.

Review Team has made other detailed suggestions for improvement in various

aspects of workforce management in RTHK in this chapter.
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Workforce Management in RTHK: An Overview

5.1 Manpower is a core asset to a PSB such as RTHK, as they produce the content that
enables RTHK to achieve its public purposes and mission as set out in the Charter.
Paragraphs 12(d) and 12(h) of the Charter state that the Director of Broadcasting is responsible
to the Secretary for Commence and Economic Development for:

(a) ensuring the provision and establishment of a cost-effective organisation with
appropriate staffing and other necessary resources allocated for the efficient delivery
of the public purposes and mission set out in paragraphs 4 and 5 of the Charter; and

(b) improving in-house systems and structures that will maximise value and effectiveness
of available resources and ensuring compliance with all applicable government rules
and regulations.

52 To support public service delivery, various means are available to
bureaux/departments (B/Ds) to meet their manpower needs, such as appointment of civil
servants and contract staff, engagement of agency workers and service procurement
(e.g. engagement of service providers under term contracts and outsourcing). Each of these
means serves different manpower/service needs® and is governed by rules and regulations
promulgated by relevant authorities®. In the case of RTHK, additional flexibility has been
given for the department to engage freelancers (i.e. Cat. II service providers) to cater for its
special needs as a broadcaster.

53 The departmental workforce needs to be managed and nurtured so that all will give of
their best to support achievement of departmental goals. It is the responsibility of the
departmental management in RTHK, in particular the Director of Broadcasting as a Head of
Department and a Controlling Officer, to meet the department’s manpower needs in a cost-
effective manner having regard to RTHK’s public purposes and mission under the Charter as
a PSB, its business priorities as well as succession needs in the longer term. This involves
formulation of a departmental manpower strategy which is well-attuned to RTHK’s business
and operational needs while giving due consideration to cost-effectiveness.

Current Manpower Deployment in RTHK

54 The workforce in RTHK comprises a mix of civil servants, contract staff (including
NCSC staff, Post-retirement Service Contract (PRSC) staff and Departmental Contract Staff
Category I staff (DCS Cat. I staff)*), agency staff (such as T-contract staff) and Cat. II service
providers. A breakdown of these main categories of manpower in RTHK is set out in

For example, depending on whether the service need is short-term or long-term and of a full-time/part-time
nature, whether the skills required are available in the regular workforce, and administrative efficiency.

For example, rules and regulations promulgated by CSB regarding the appointment and management of civil
servants and non-civil service staff, and rules and guidelines promulgated by FSTB and GLD regarding
procurement of service contracts.

DCS Cat. I staff are departmental contract staff employed by RTHK on a full-time basis to perform duties

normally undertaken by PO grade officers. DCS Cat. I staff will be gradually phased out upon natural
wastage of the post incumbents.
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Table 5.1°.

Table 5.1 Main categories of man

ower in RTHK (as at 1 August 2020)

No. of established Expenditure
Category of manpower posts/Headcount/ (2019-20 Actual)
No. of contracts ($ million)
(a) Civil servants establishment: 735 475.9
strength: 691
(b) Contract staff
(i) NCSC staff 72.2
- full-time 144
- part-time 15
(i1)) NCSC staff (Programme)
- full-time 15
- part-time 282%*
(iii) PRSC staff 12 6.2
(iv) DCS Cat. I staff 3 2.4
(c) T-contract staff 11 8.2
d) Cat. II service providers 1 826" 70.9
(d) p
Total: 635.8

* This figure refers to the total number of contracts.

contract concurrently.

# This figure refers to the total number of service providers.

An individual may be employed under more than one

The same service provider may be engaged under

separate contracts concurrently. There were altogether 3 037 Cat. II contracts as at 1 August 2020.

Source: RTHK

(A) Civil Servants

5.5 As at 1 August 2020, there were 735 civil service posts in RTHK. Among them, 546
(74.3%) were in the PO grade, which is the principal departmental grade to deliver RTHK’s
core functions, and 189 (25.7%) were in the General Grades, the Telecommunications Engineer

grade, the Technical Officer grade and other Common Grades.

PO Grade

(a) Grade Structure and Streaming

5.6 The PO grade comprises four directorate ranks and six non-directorate ranks
As at 1 August 2020, there were seven directorate posts and 539 non-
The PO grade has an inverted shape due to the significant
disparity in the number of posts at the entry rank of Programme Assistant (PA) and the next

(see Table 5.2).
directorate posts in the grade.

higher rank of Assistant Programme Officer (APO).

5 In addition, RTHK deploys a variety of regular technical manpower under the Broadcast Services Contracts

as well as temporary manpower in specified trades engaged under various service term contracts.
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Table 5.2 Grade structure of the PO grade

Rank Pay scale
Directorate
Director of Broadcasting D5
Deputy Director of Broadcasting D3
Assistant Director of Broadcasting D2
Controller (Broadcasting Services) Dl
Non-directorate
Chief Programme Officer (CPO) MPS 45 - 49
Principal Programme Officer (PPO) MPS 40 - 44
Senior Programme Officer (SPO) MPS 34 - 39
Programme Officer (PO) MPS 28 - 33
Assistant Programme Officer (APO) MPS 14 - 27
Programme Assistant (PA) MPS 3 - 13
Source: RTHK
5.7 There are two main streams for non-directorate posts up to the SPO rank in the PO

grade, namely the “Programme and Media Management” stream and the “Production and
Support” stream. There are 14 work types altogether under the two main streams: six under
the “Programme and Media Management” stream and eight under the “Production and Support”
stream as shown in Table 5.3.

Table 5.3 Streaming of the PO grade by work type

Programme and Media Management Production and Support
stream stream
Chinese News 1. Video Editing
English News 2. Electronic Field Production and

English Radio Programmes Photography

Sk =

Chinese Radio Programmes 3. Studio and Outside Broadcasting Service
TV and New Media Programmes 4. Production Resources and Scenic
Media Management 5. Image Design

6. Graphic Design and Animation

7. Set Design

8. Library/Archive

Source: RTHK

5.8 Most work types have more established posts at the APO rank or the PO rank than the
next lower rank, resulting in an inverted structure for the respective work types. Recruitment
and promotion up to the SPO level is conducted by work type. Cross-stream promotion up to
the SPO level is not allowed, whereas promotion to the PPO rank and above is unstreamed.

Work types in the Programme and Media Management stream

59 Four work types (namely, “Chinese News”, “English News”, “Chinese Radio
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Programmes” and “English Radio Programmes™) are deployed to Radio and Corporate
Programming (R&CP) Division for radio programme production. The “TV & New Media
Programme” work type is deployed to Television and Corporate Businesses (TV&CB)
Division for TV programme production. These work types are functionally aligned with the
organisational set-up on the programme side in RTHK. The “Media Management” work
type® encompasses a multitude of duties of diverse nature in different sections/units. They
are mostly administrative in nature, but also include development and management of RTHK’s
new media services.

Work types in the Production and Support stream

5.10 The work types in the “Production and Support” stream deal with technical and
archival services. They are all deployed to Production Services Division (PSD), except the
“Library/Archive” work type which is deployed to R&CP Division. Officers in this stream
are required to possess knowledge, skills and experience in specific fields such as filming,
photography, video editing, animation and graphic design. According to RTHK, the skillsets
among different work types in this stream are less interchangeable compared with those in the
“Programme and Media Management” stream.

Findings

Inverted structure of work types

5.11 The inverted structure of the work types concerned not only necessitates direct
recruitment above the entry rank of PA, but also have implications for succession.

Implications arising from the streaming arrangement

5.12 Review Team observed that the streaming arrangement of the PO grade has resulted
in departmental silos, with the operational requirements of individual functional
divisions/sections/units in the near term often taking precedence over broader corporate
interests.  As recruitment to the PO grade and promotion up to the SPO rank are organised by
work type’ and since officers normally stay in the same section/unit up to the SPO rank with
insufficient training and development opportunities (see paragraphs 5.33 to 5.41 below), they
frequently do not receive exposure to the typical core duties of the PO grade for many years
after joining RTHK. In the absence of a strategic approach to manpower development from
the PO grade management to support RTHK in fulfilling its obligations under the Charter and
responding to the challenges as well as opportunities arising from media convergence, RTHK’s
corporate performance has suffered.

5.13 Review Team further observed that the duties of some of the work types (in particular,
“Media Management” and “Library/Archive”) are unrelated to the core programming duties of
the PO grade and could more appropriately be taken up by other civil service grades. For the
“Media Management” work type, Review Team noted that there is also often a mismatch

¢  The “Media Management” work type was introduced in 2010, following an internal review, to provide a

“Media Executive stream” in RTHK in recognition of the fact that the administrative duties concerned require
different work focuses and aptitudes that are not requirements for a programme producer.

See paragraphs 5.17 to 5.18 on arrangements for recruitment and paragraphs 5.24 to 5.27 on arrangements for
promotion in the PO grade.
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between the career aspirations of applicants and their career development in a narrow field after
joining RTHK.

5.14 The streaming arrangement for the PO grade has also given rise to a large volume of
administrative workload round the year, for both Departmental Administration Unit (DAU)
and the divisions/sections to which the relevant work types are deployed, in connection with
recruitment and promotion exercises conducted for different ranks in different work types.
Yet, as such effort is largely driven by divisional/sectional considerations in the near term, it
does not contribute much to effective grade development or the fulfilment of RTHK’s Charter
obligations.

5.15 There is potential scope for consolidating the work types in the “Programme and
Media Management” stream for more flexible manpower deployment in response to RTHK’s
business/operational priorities. Supported by career postings and training, grade members
would have more opportunities to acquire all-round exposure and develop their trade
competence and professionalism in the fast evolving media and broadcasting industry. This
would not only better prepare them for career advancement, but also help nurture a steady
stream of competent and committed officers to meet the department’s succession needs.

Recommendations
5.16 Review Team recommends that RTHK should:

(a) review the role and core functions of the PO grade and the associated skillset
requirements, with non-core functions to be taken up by other civil service grades or
addressed by alternative appropriate manpower arrangements; and

(b) review the current streaming arrangement of the PO grade, in particular the
classification of two main streams and 14 work types, to better meet RTHK’s
operational and succession needs.

(b) Recruitment

5.17 In RTHK, recruitment exercises are conducted based on work type. In the three-year
period from 2017-18 to 2019-20, a total of 15 recruitment exercises for the PA, APO and PO
ranks were conducted. Due to the inverted structure of the PO grade, direct recruitment to
promotion ranks is common and new recruits were mostly at the APO rank. Of these 15
recruitment exercises, ten were for direct recruitment to the APO rank and one to the PO rank.

Findings

5.18  Recruitment exercises for the PO grade are largely led by the recruiting
division/section as and when vacancies arise, with insufficient strategic input from grade
management. Selection of candidates is largely based on the skillset requirements for the
available vacancies. Based on sample checks by Review Team of recruitment exercises
conducted in recent years for the PO grade, the proposals from the recruiting division/section
regarding the conduct of a recruitment exercise were normally approved by the appointment
authority. Each recruitment exercise was processed on its own without reference to broader
grade management considerations. In the absence of internal guidelines on the detailed
requirements and procedures concerning various aspects of recruitment, variations among
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divisions/sections were observed in their recruitment practices. Review Team considers that
there is a need for grade management to demonstrate leadership throughout the recruitment
process for the PO grade from planning to execution.

(c) Management of New Appointees and Confirmation to the Permanent
Establishment

5.19  New recruits to the PO grade are normally appointed for three years on New
Probationary Terms (for PAs) or New Agreement Terms (for APOs and above) before they are
considered for appointment on New Permanent Terms. According to RTHK’s departmental
procedures, an Assessment Board will normally be convened to assess the suitability of PO
grade officers for appointment on New Permanent Terms. The Director of Broadcasting, as
the Head of Grade, is the approving authority for confirmation to the PO grade.

Findings

5.20 On training for new recruits, Review Team noted that at present, there is no structured
training programme to equip new appointees to the PO grade with a comprehensive
understanding of the public purposes and mission of RTHK as a PSB as well as its obligations
under the Charter and RTHK’s role and responsibilities as a government department. Before
confirmation for appointment on permanent terms, these new appointees normally work in the
same post under a specified work type with little exposure to the broad range of duties
performed by the PO grade, making it difficult to assess their long-term suitability for the grade.
It is necessary to devise a structured posting-and-training programme for new appointees,
having regard to the requirements of the PO grade, to assist a proper assessment of their
suitability for appointment on permanent terms.

5.21 Starting from September 2020, Assessment Boards for the PO grade are chaired by
officers at D1 level. The involvement of more senior officers in the Assessment Board is an
improvement to assist consideration of the suitability of the officer concerned for appointment
to the permanent establishment. Given the streaming arrangement for the PO grade up to the
SPO level and the expectation that officers at the PPO level and above should have the
capability and aptitude to undertake duties of a more diverse nature, it is important from the
grade management perspective to clearly articulate the confirmation criteria for the PO grade
both to grade members and the Assessment Boards.

5.22 Review Team further observed that there is room for improvement in the quality of

performance information provided to Assessment Boards to facilitate their consideration of the
suitability of the candidates for confirmation to the permanent establishment.

Recommendations

5.23 Without pre-empting RTHK’s decision on the future arrangements for the PO grade,
Review Team recommends that RTHK should:

Recruitment

(a) ensure closer involvement of the PO grade management in recruitment matters
concerning the PO grade;
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(b) draw up clear departmental guidelines on recruitment for the PO grade to ensure
consistency in execution and enhance administrative efficiency;

Management ofnew appointees

(c) provide structured training to new appointees during their three-year New
Probationary Terms/New Agreement Terms period to equip them with a
comprehensive understanding of the requirements of the Charter (including the role
and responsibilities of RTHK as a PSB and a government department) and to develop
their competencies as a PO grade officer;

(d) arrange postings for new appointees to core function areas before confirmation to the
permanent establishment to gain exposure to RTHK’s operations and to enable

management to better assess their suitability for long-term appointment;

Confirmation to the permanent establishment

(e) clearly articulate the confirmation criteria to both new appointees and the Assessment
Boards to enhance transparency and objectivity of the confirmation process; and

(f) provide more detailed performance information on the officers concerned to
Assessment Boards to facilitate their consideration of the suitability of the candidates
for confirmation to the permanent establishment.

(d) Promotion

5.24 Promotion to the ranks of APO, PO and SPO is conducted by work type under the
respective streams®.  Cross-stream promotion is not allowed for up to the SPO rank.
Promotion to PPO and above ranks is unstreamed (i.e. all officers at one rank below are eligible
for consideration for promotion). From 2017-18 to 2019-20, 86 promotion exercises were
conducted for different ranks/work types in the PO grade.

Findings

Inadequate strategic manpower planning

5.25 In the absence of strategic manpower planning by grade management for the PO grade,
promotion boards are convened as and when vacancies arise in the next higher rank(s) in the
near term. Due to the fragmentation of work types and the compartmentalised mode of
operation in RTHK, promotion boards for the APO, PO and SPO ranks focus on identifying
suitable candidates having regard to the skillset requirements of available vacancies in the
relevant sections/units. In other words, promotion is not based on whether a promotee
possesses broader competencies. This is not conducive to the grooming of leadership in
RTHK, and poses significant implications for succession in the department.

8 When a promotion board is convened, all officers at one rank below in the same work type are automatically

included in the field of candidates for consideration for promotion while those at one rank below in other work
types in the same stream are invited to indicate their wish to be considered.
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Promotion boards

5.26  While the current composition of promotion boards for the PO grade meets the
minimum requirements stipulated in the Guidebook on Appointments issued by the Civil
Service Bureau (CSB), there is a case for reviewing the chairmanship and membership of
promotion boards for the PPO rank. As promotion to PPO and above ranks is unstreamed,
PPO promotion boards have a critical role in identifying suitable candidates with potential to
meet RTHK’s succession needs in the longer term. It is crucial to ensure input from an
appropriately senior level to the deliberations in these boards®. Besides, more detailed
performance information on the candidates should be provided to promotion boards at all levels
to facilitate deliberations on the long-term suitability of the candidates.

Recommendations

5.27 Without pre-empting RTHK’s decision on the future arrangements for the PO grade,
Review Team recommends that RTHK should:

(a) strengthen the grade management’s role in overseeing the conduct of promotion
exercises to ensure that officers suitable in all respects are selected through a fair and
objective process;

(b) review the chairmanship and membership of the PPO promotion boards to ensure that
senior management is suitably involved in the deliberations in these boards; and

(c) provide more detailed performance information on candidates to promotion boards at
all levels to assist assessment on the long-term suitability of all candidates.

(e) Performance Management

5.28 CSB encourages Heads of Departments/Heads of Grades to implement a competency-
based approach for appraising staff performance. This approach supports more effective
performance management by enhancing objectivity and transparency in assessing staff
performance and identifying their development needs. RTHK is now making preparation for
the introduction of competency-based appraisal forms for up to the PPO rank'® in the PO grade.

5.29 CSB also encourages B/Ds to set up Assessment Panels to ensure consistency in
assessment standards and fairness in appraisal ratings (including ratings on performance,
competencies and promotability) within a rank.

9 At present, a PPO promotion board is chaired by a Controller (Broadcasting Services), whereas a CPO

promotion board is chaired by the Director of Broadcasting.

10 Compentency-based performance appraisal already applies to the CPO rank and above.
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Findings

Reviewing Officer'!

5.30 The performance appraisal system for the PO grade is largely division-based, with the
Appraising Officers, the Countersigning Officers and the Reviewing Officers mostly coming
from the same division. Coupled with the streaming arrangement of the PO grade and
infrequent postings across work types for PO grade officers, the current performance appraisal
arrangement tends to focus on divisional considerations. Inadequate attention is given to staff
development to maximise their potential, in support of the achievement of organisational
objectives.

Assessment Panel

5.31 RTHK does not see a need to set up Assessment Panels for the PO grade given the
small number of officers involved in each work type. Review Team considers, however, that
the streaming arrangement in the PO grade may result in variations in the performance
assessment standards across work types. The setting up of Assessment Panels would be able
to address such limitations as these panels could help review performance appraisals from a
broader and more objective perspective.  This would help ensure consistency in the
performance assessment standards applied to all officers of the same rank.

Recommendations
5.32 Review Team recommends that RTHK should:

(a) pursue the introduction of a competency-based performance appraisal system for the
PO grade as a matter of priority;

(b) review the arrangement for Reviewing Officers for the PO grade to enhance
consistency and objectivity in performance management, and to better support
identification of the training and development needs of the appraises; and

(c) consider setting up Assessment Panels to ensure fairness and consistency in the
assessment standards applied to all officers of the same rank.

() Training and Development

5.33 RTHK Training Circular No. 1/2012 states that a competent and aspiring workforce
enables RTHK to foster its values, fulfil its missions and live up to its vision. RTHK’s
training policy is to provide training opportunities for staff to hone their skills, enhance their
professionalism and enrich their core competencies so that they can work competently for their
current duties and meet the changing service demands throughout their service and career in
RTHK.

" Under the civil service performance appraisal system, the Reviewing Officer’s task is to examine the

appraisees’ performance to date and assess their potential for further advancement as well as their development
needs. To perform this role, Reviewing Officers should have an overall view of other officers operating at the
same level as the appraisees. They should also be aware of the abilities and qualities required in the next
higher rank as well as the standards applied by the Appraising Officers and the Countersigning Officers.
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5.34  RTHK has not prescribed any mandatory training programmes for PO grade officers.
Professional and technical training is mostly targeted at officers working in a specified
division/unit. Suitable officers are nominated for enrolment for management training and
national studies training.

535  According to RTHK Administrative Circular No. 1/2011, there are three types of
postings for PO grade officers:

(a) fornew recruits at the APO rank of the “Programme and Media Management” stream,
cross-work type postings in the same stream lasting five to nine months are arranged

within the first five years of their appointment;

(b) cross-work type postings for officers who have completed the probationary period or
the first tour on New Agreement Terms and have made such a request; and

(c) postings initiated by management, mostly for PPOs and CPOs in order to broaden
their exposure and develop their potential for advancement.

5.36  Postings at PPO or above levels and postings crossing work types are considered by
the Posting Board. For postings in the same work type below the PPO level, the approving
authority rests with the respective division heads.

Findings

Corporate training and development framework

5.37 RTHK has not hitherto developed a corporate training and development framework to
systematically assess the training and development needs of the department, formulate training
and development plans, as well as manage and evaluate training and development activities to
support the achievement of corporate objectives.

Induction training

5.38 Induction is a planned process designed to help new recruits to integrate into an
organisation smoothly. Although RTHK’s half-day induction training session is mandatory
for all new intake, RTHK has not conducted any induction training since November 2018.
Review Team observed from the course content of an induction course held in November 2018
that it was delivered by relatively junior officers and was not tailored to match the levels or job
types of the trainees. There was, for example, only a brief introduction to the vision, mission
and values of RTHK (see Appendix 5.1), without any in-depth explanation on the Charter.

Need for more structured training for the PO grade

5.39  Training for the PO grade is unstructured and generally left to the respective divisions
to which PO grade officers are deployed. Inadequacies observed are set out below:

(a)  Other than the half-day induction training, there is no mandatory training for PO grade

officers before or after their confirmation to the permanent establishment. A
structured approach to training and development is required;
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(b) At present, no dedicated training on the Charter is provided to PO grade officers
despite its importance. It is crucial for grade members to acquire a comprehensive
understanding of the requirements of the Charter, the governance arrangements, as
well as RTHK s role and responsibilities both as a PSB and a government department;

(c)  While the bulk of PO grade officers are engaged in programme production/content
creation, formal training on the Producers’ Guidelines is arranged only infrequently
and only a few training sessions are organised on relevant codes of practice on
programme standards issued by the Communications Authority and other
journalistic/editorial topics;

(d) Cross-work type training programmes not only enhance PO grade officers’
understanding of the wide spectrum of functions and duties performed by the PO
grade, but also foster collaborative working across organisational boundaries.
However, the number of training programmes organised and the trainee attendance
during the past three financial years were limited relative to the size of the PO grade;

(e) For PO grade officers performing administrative duties, there are no structured or
dedicated training programmes to equip them with requisite skills and knowledge in
the areas of human resources management, financial management, procurement,
contract management, etc.; and

(f) Reliance on on-the-job instructions and guidance over formal training, coupled with
inadequacies in the documentation of departmental rules, procedures and guidelines,
has impacted on performance in RTHK at both the individual and the organisational
levels.

Posting and career development

5.40 To prepare PO grade officers for career progression, it would be beneficial for them
to gain exposure to different areas of work in an organised manner. This would help nurture
a pool of competent officers ready to take up higher responsibilities. However, no posting is
currently arranged for newly appointed PO grade officers during their probation/first tour on
New Agreement Terms. New appointees are not eligible for making requests for cross-work
type postings until they have been confirmed to the permanent establishment. According to
RTHK, as PO grade officers are recruited by work type, they generally prefer to develop their
career under their respective work types. Line supervisors are generally unenthusiastic about
proposed career postings for their staff because it means giving up old hands in exchange for
relatively inexperienced staff.

Recommendations
5.41 Review Team recommends that RTHK should:
(a) formulate a departmental training and development strategy with the objective of
nurturing a professional departmental workforce that is well versed in RTHK’s public

purposes and mission under the Charter and equipped with the requisite skillset to
meet RTHK’s management and operational needs, monitor and evaluate the
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implementation of the strategy, and make necessary adjustments to the strategy in
light of evolving technological changes and service needs;

(b) strengthen the induction training programme to ensure that all new intake (including
both civil servants and non-civil service personnel) have a comprehensive
understanding of the Charter, including RTHK’s obligations as a PSB and a
government department;

(c) develop a structured training plan for PO grade officers, taking account of the
competency profile at different levels, the future arrangement for the PO grade with
regard to its role and core functions as well as the department’s longer-term succession
needs; and

(d) review and develop a career posting policy for the PO grade, with a view to nurturing

staff potential and taking account of the future arrangement for the grade as well as
the department’s succession needs.

Telecommunications Engineer Grade and Technical Officer Grade

542  The Telecommunications Engineer grade and the Technical Officer grade are
common grades'? in RTHK. The Director of Broadcasting is the Head of Grade for both the
Telecommunications Engineer grade and the Technical Officer grade. He is assisted by DAU
in the day-to-day management of the grades.

Findings

5.43 Despite the small establishment of the Telecommunications Engineer grade (nine
posts) and the Technical Officer grade (six posts), grade management continues to have an
indispensable role in the management and nurturing of grade members. However, there are
no career postings for grade members. Only limited training is provided to officers in the
Technical Officer grade, whereas officers in the Telecommunications Engineer grade are
nominated for a wider range of training programmes to support their professional development.

5.44 On performance management, the same appraisal forms for equivalent ranks in the

PO grade are used, which means that competency-based appraisal forms for these two grades
have not yet been devised.

Recommendations
5.45 Review Team recommends that RTHK should:

(a) enhance the grade management functions for the Telecommunications Engineer grade
and the Technical Officer grade; and

(b) consider introducing competency-based appraisal forms for the Telecommunications
Engineer grade and Technical Officer grade to enhance objectivity and transparency
in performance assessment and facilitate staff development.

12 Common grade is a grade deployed to several departments, but which is under the control of individual Heads
of Departments.
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(B) Contract Staff

546  RTHK employs a variety of non-civil servants to meet its service needs. This section
examines the employment of NCSC staff in RTHK and identifies scope for improvement.

NCSC Staff in RTHK

5.47 The NCSC Scheme provides Heads of Departments/Heads of Grades with a flexible
means of employing non-civil servants at non-directorate equivalent level. Heads of
Departments/Heads of Grades have the authority and discretion to decide on the employment
of NCSC staff and related matters. They are responsible for ensuring that the NCSC Scheme
is not abused.

5.48  Following the introduction of the service-wide NCSC Scheme in 1999, RTHK began
to employ NCSC staff to meet its operational needs. In response to the recommendations in
the Director of Audit’s Report No. 46 (March 2006), RTHK replaced Departmental Contract
Staff Category III staff (DCS Cat. III staff)!* by a new type of NCSC staff known as NCSC
staff (Programme) (NCSCS(P)), to be differentiated from ordinary NCSC staff employed by
the department (hereinafter referred to as “General NCSCS”). The main features of these two
types of NCSC staff in RTHK are summarised in Table 5.4.

Table 5.4 Main features of General NCSCS and NCSCS(P) in RTHK

Feature General NCSCS NCSCS(P)
Purpose of o To meet operational needs. e To meet short-term and ad hoc
engagement programme production needs of

a duration less than 12 months.

e Based on 22 pre-approved job
types, mostly at APO-equivalent
or PA-equivalent levels.

Scheme o Handled centrally by DAU. e Handled by Central
administration Administration Units in
individual divisions.

Remuneration | ¢ No pre-approved framework. | ¢ Pre-approved remuneration
package and The remuneration package is package for each job type.
gratuity drawn up by DAU in
consultation with user sections | ¢ Gratuity set at 15% applies to
and with reference to past cases. selected full-time job types.
Deputy Director of

Broadcasting’s  approval s
required for every case.

e Gratuity is normally set at 10%
to 15% for most full-time staff.

3 DCS Cat. 1II staff were recruited by programme divisions to meet ad hoc and short-term programme
production needs.
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Feature General NCSCS NCSCS(P)
Recruitment o Selection of candidates through | ¢ Selection and appointment of
arrangement open recruitment based on candidates is based on a pool list

merits. mechanism:

(a) fresh applicants are
selected through open
recruitment; and

(b) serving and previously
employed NCSCS(P) may
be migrated to a new pool
list, without going through
open recruitment.

e Successful candidates from (a)
and migrated employees under
(b) are merged to form a
consolidated pool list for job
assignment.

Frequency of

e As and when required.

At least once every two years.

recruitment Ad hoc recruitment exercises
exercise may be conducted between two
regular recruitment exercises.
Contract e Normally 12 months for full- | e Up to a maximum duration of
duration time staff and six months for 364 days, but may be extended
part-time staff, and may be subject to approval.
renewed subject to service
needs and satisfactory | ¢ For full-time NCSCS(P), a
performance. service break of at least seven
days is required between
contracts.

There is no upper limit on the
aggregated period of
engagement.

Source: Analysis of RTHK records

5.49 General NCSCS and NCSCS(P) are administered differently in RTHK. General
NCSCS are administered in accordance with the prevailing rules and regulations promulgated
by CSB, and DAU handles their recruitment and other appointment-related matters. For
NCSCS(P), the recruitment and appointment arrangements are drawn up by RTHK, and the
scheme administration responsibilities (including day-to-day job assignment to individuals on
the pool lists) are handled by Central Administration Units in the respective divisions.

5.50 Completion of performance appraisal is a mandatory requirement for full-time and
part-time General NCSCS. For NCSCS(P), completion of performance appraisal is required
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for full-time NCSCS(P), but not part-time NCSCS(P)'*.

5.51 As at 1 August 2020, there were 144 full-time General NCSCS'3, 15 part-time General
NCSCS, 15 full-time NCSCS(P) and 282 part-time NCSCS(P)!¢ in RTHK. 49 of the full-
time General NCSCS employed by RTHK were long-serving (i.e. continuously employed for
five years or more). 17 of them had been employed for ten years or more. The distribution
of NCSC staff by division as at 1 August 2020 is shown in Table 5.5.

Table 5.5 Distribution of NCSC Staff in RTHK as at 1 August 2020

.. General NCSCS NCSCS(P)
Division - - - T
Full-time Part-time Full-time Part-time
R&CP Division 43 10 1 246
TV&CB Division 45 4 14 27
PSD 49 - - 9
Others 7 1 - -
144 15 15 282
Total:
159 297

Source: RTHK
Findings

Scheme design

5.52 The creation of a separate NCSCS(P) scheme, with a different set of governing rules
for recruitment, appointment and deployment, complicates scheme administration. Review
Team’s observations are set out below:

(a) While noting the diverse operational needs in terms of job nature and job duration
arising from the daily operation of a broadcaster, there is merit in having a unified
NCSC scheme in RTHK to address the department’s non-civil service manpower
requirement;

(b) The “less-than-12-month” contract duration for new/renewed contracts for NCSCS(P)
is artificial, since such contracts can be renewed with approval by designated officers
and there is no ceiling on the aggregated employment period for individual NCSCS(P);

(c) The “migration” arrangement for NCSCS(P) is at variance with a merit-based
approach normally applicable to recruitment for government positions. The

If no performance appraisal form is completed on a part-time NCSCS(P), unsatisfactory performance should
be recorded in the Job Completion Form.

These full-time General NCSCS were mostly involved in programme production-related duties, with a small
number providing engineering-related and other technical support, or administrative support.

Unless otherwise specified, references in this report to the number of part-time NCSCS(P) denote the number

of part-time NCSCS(P) contracts. An individual may be employed under more than one contract
concurrently.
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arrangement allows NCSCS(P) to remain on successive pool lists, even without clear
documentation of satisfactory performance; and

(d) The decentralised approach adopted for the administration of the NCSCS(P) scheme
has led to inefficiency and different practices among divisions/sections/units.

Staff management

5.53 In the absence of systematic induction briefings/training for General NCSCS and
NCSCS(P) in RTHK, it is questionable to what extent they are acquainted with the
requirements of the Charter as well as the applicable government rules and regulations.

5.54  Review Team is not aware of the existence of a standardised performance
management arrangement for all NCSC staff in the department. Since individuals may be
employed under different NCSC contracts with RTHK concurrently or at different junctures,
the arrangement for their performance assessment, if any, may vary from division to division
without consistency.

Recommendations
5.55 Review Team recommends that RTHK should:

(a) formulate a departmental strategy concerning the employment of contract staff having
regard to the departmental manpower strategy, relevant government rules and
cost-effectiveness; monitor the implementation of the strategy against the expected
outcomes; and identify areas for improvement (such as meeting the service needs by
alternative means) as the department’s manpower needs evolve;

(b) critically review the efficiency and cost-effectiveness of the concurrent operation of
two NCSC schemes in the department (in particular, the propriety of the design of the
NCSCS(P) scheme) and improve scheme administration (including avoidance of
conflicts of interest);

(¢) continue to convert NCSC positions with long-term need to civil service posts having
regard to the departmental manpower strategy; and

(d) introduce a standardised performance management arrangement for all NCSC staff in
the department.

(C) Cat. II Service Providers

5.56  RTHK has a long history of engaging Cat. II service providers, dating before 1980s.
According to the relevant Finance Committee Paper in 1982, the use of Cat. Il service providers
should only be applied to five categories, namely, causal artists, disc jockeys!’, script-writers,
contributors and researchers. Cat. Il service providers are freelancers, who are either
independent contractors or self-employed persons engaged on a short-term basis for a specific
purpose in the production of particular programmes. They are paid a fee for their service, not

17 RTHK has changed “disc jockeys™ to “presenters” subsequently, but it cannot trace the departmental records
on the justification and approval for the change.
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a salary. They are not RTHK staff or employees.

5.57  The Cat. II mechanism allows RTHK flexibility in meeting short-term programme
needs which cannot be met through open competition or by other means due to the uniqueness
of the service to be provided that is not available among its civil service and NCSC staff.
RTHK Administrative Circular No. 4/2015 states that as a matter of principle, service should
only be acquired through the Cat. II mechanism where a service under the five categories as
endorsed by the Finance Committee could not be acquired through an open quotation exercise.
Engagement of Cat. Il service providers so defined is at the discretion of the Director of
Broadcasting.

5.58 The distribution of job titles by division is shown in Table 5.6.

Table 5.6 Distribution of job titles for Cat. Il service providers by division in RTHK (as
at 1 August 2020)

Number of job titles
R&CP Division
Category Chinese English TV&CB PSD Total
Programme Programme Division
Service and News | Service and News
Artistes 4 1 4 - 9
Presenters 5 4 4 - 13
Scriptwriters 3 1 3 - 7
Researchers 1 1 2 - 4
Contributors 12 5 25 1 43
Total: 25 12 38 1 76

Source: RTHK

5.59 A breakdown of Cat. II service providers and contracts signed in RTHK, by service
category, as at 1 August 2020 is shown in Table 5.7.

Table 5.7 Breakdown of Cat. Il service providers and contracts signed, by service
category, in RTHK (as at 1 August 2020)

Number of service providers* Number of contracts
Categor

“ | ivision | Division | P® | T | piicon | pivision | PSP | Toul
Artistes 117 187 0 304 200 212 0 412
Presenters 593 216 0 809 998 219 0 1217
Scriptwriters 44 11 0 55 55 11 0 66
Researchers 153 35 0 188 282 43 0 325
Contributors 333 134 3 470 792 222 3 1017

Total:| 1240 583 3 1 826 2327 707 3 3037

* The same service provider may be engaged under separate contracts concurrently.
Source: RTHK
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Findings

Scheme design

5.60 Broadcasting is a dynamic industry. Review Team appreciates RTHK’s need to
engage Cat. II service providers to meet short-term service requirements. However, this
flexibility must be properly exercised and subject to appropriate internal controls. In
particular, the uniqueness of the service need must be fully justified in every case and the
requesting party must be able to demonstrate why the service need cannot be met by staff
internally, or through other means based on open competition in the market. It is also
necessary to ensure efficiency and cost-effectiveness in the use of public resources.

5.61 In light of the inherent requirements of the scheme design, Review Team’s
observations on the prevailing arrangements in RTHK for the engagement of Cat. II service
providers are set out below:

(a) At present, the uniqueness of the service need is built into the definitions of the five
service categories, e.g. “Presenter” is defined as “a person who is engaged to host,
present, speak, announce or adlib in a programme or event which cannot be
performed by programme officers due to level of expertise/experience required to
materialise such presentation” (emphasis added) and the requesting party is not
required to provide detailed justifications pertaining to each individual case (e.g. the
particular nature and requirements of the presentation assignment) in the Contract
Request Form;

(b) Due to the broad definition of “contributors™'®, this service category has proliferated
to 43 job titles currently. Some of these job titles duplicate typical duties of the PO
grade, while others may not fully meet the “uniqueness” criterion in view of the low
pay rate or alternative means of engagement through open recruitment or procurement
by quotation/tender;

(c) Asregards the choice of service providers in individual cases, the “Considerations of
the Engagement” Section in the Contract Request Form allows the requesting party to
choose among a few pre-set reasons which are too loosely worded to demonstrate the
uniqueness of the service provider concerned;

(d) RTHK has not set a ceiling on the total number of Cat. II service providers permitted
to be engaged by the department as a whole or by individual divisions/sections, or any
expenditure cap. Neither has RTHK set any control on the number of concurrent
contracts which a Cat. II service provider may enter with the department or the
aggregated period of engagement for a Cat. II service provider. RTHK fails to
review or fully justify the cases that involve extended periods of engagement or
frequent/multiple contracts, or are beyond certain aggregated fee levels. The
absence of such controls may have contributed to the extensive use of Cat. II services
(viz. over 1 800 service providers under about 3 000 contracts as at 1 August 2020);
and

8 A contributor is defined as “a person who is engaged to contribute in various aspects in support of the
production or provide necessary production materials which cannot be readily prepared by programme officers
due to level of expertise/experience/rarity/geographical proximity required to materialise such contribution”.
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(e) There is an impression that the Cat. II mechanism is resorted to as a matter of
convenience, rather than necessity supported by well-reasoned justifications.

Covering approvals

5.62  Despite the concerns raised in the Director of Audit’s Report No. 71 about covering
approval cases regarding engagement of Cat. Il service providers and RTHK’s subsequent
report to the Public Accounts Committee that there had been no such covering approval cases
since early March 2019, Review Team noted that there continued to be covering approval cases
in breach of the prevailing instructions. RTHK did not deliberate necessary follow-up action
in respect of these cases, nor took measures to avoid the recurrence of similar incidents in
future.

Performance management

5.63 Review Team observed that the expected quality and level of performance of Cat. 11
service providers are not clearly stated in the contracts of Cat. II service providers. Nor is
there a proper system for performance appraisal and record-keeping.

Conduct and discipline

5.64 As set out in the standard contract, Cat. II service providers are “expected to behave
in the same way as full-time civil servants in respect of attendance, diligence at work, courtesy
to both the public and colleagues, honesty in all dealings, avoidance and declaration of conflict
of interest, appropriate handling of confidential information, obedience to RTHK staff as well
as observance of Government regulations and departmental instructions in force where
applicable”. They are required to “observe RTHK’s production practices, guidelines and
standards, be it documented or not, in programme-making”. They shall be liable to
disciplinary sanctions on grounds of misconduct or upon criminal conviction.

5.65 Conduct and discipline matters concerning Cat. II service providers are handled at
section level by reference to departmental guidelines. However, RTHK has not issued further
instructions regarding the standards to be adopted or factors to be considered in determining
the disciplinary action in individual cases. This has resulted in inconsistencies in case
handling. The lack of coordination, oversight and supervision at the corporate level can give
rise to considerable risk to RTHK’s corporate image, reputation and interests.

Conflicts of interest

5.66 At present, while the subject officers concerned are required to declare whether they
have any conflicts of interest in the case under processing, such declaration is not properly
documented. On the other hand, Cat. II service providers are contractually bound to declare
any conflicts of interest, and to mitigate as far as possible or remove any such conflict. Yet,
RTHK has not provided further guidelines on what would constitute or be perceived to
constitute a “conflict of interest” in the context of RTHK as a PSB. Benchmarking other
PSBs, conflicts of interest could arise in relation to the external activities and engagements of
employees/service providers, their use of social media in both personal and official capacity
(in particular when making comments on matters concerning public policy or controversial
issues), disclosure of corporate policies or information obtained in the course of their work
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with the organisation concerned, etc., which may be in conflict with the organisation’s core
values (such as “impartiality”’) and may affect public perception of the organisation as a
credible, objective and impartial broadcaster.

Administration of the Cat. Il scheme

5.67

Review Team observed a number of deficiencies in the administration of the Cat. 11

mechanism, which add to RTHK’s risk exposure as explained below:

(2)

(b)

The departmental guidelines and instructions and guidelines on various aspects of the
Cat. II mechanism are difficult to follow due to numerous cross-references among the
documents and the insertion of new instructions and extensive updates marked in
revision mode; and

The operation of the Cat. II scheme involves considerable administrative effort at
different levels in RTHK. The existing information system for scheme
administration caters essentially for contract payment matters only and is unable to
properly support the management of Cat. Il service providers.

Recommendations

5.68

(a)

(b)

(©)

(d)

Review Team recommends that RTHK should:

formulate a departmental policy and operational mechanism concerning the
engagement of Cat. II service providers to ensure compliance with the original scheme
intention as well as the integrity, efficiency and effectiveness of the scheme; and
monitor the implementation of the said policy and operational mechanism to ensure
strict compliance with the principle of service uniqueness;

critically review whether the current design of the Cat. II scheme adheres to the
original intention and scope as approved by the Finance Committee, in particular, the
definitions and scope of the five service categories and the related job titles, and
rectify as appropriate;

critically review whether the current use of the Cat. II scheme meets the original
scheme intention and rectify as appropriate; and

strengthen scheme administration, including performance management and
introducing robust measures to guard against misconduct and any conflicts of interest
for both RTHK officers involved in case processing and Cat. II service providers, so
as to safeguard RTHK s reputation for impartiality and its credibility as a trusted PSB.
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CHAPTER 6. FINANCIAL MANAGEMENT

Highlights

H.1 As the Controlling Officer for Head 160 — RTHK, the Director of Broadcasting is
accountable for all expenditure under this head of expenditure and for all public moneys and
Government property in respect of RTHK. Under the Charter of RTHK (the Charter), the
Director of Broadcasting is required to maximise value and effectiveness of all available
resources, and ensure compliance with all applicable government rules and regulations. In
2019-20, the actual expenditure under Head 160 was $1,041.7 million.

H.2 Financial management embraces a wide spectrum of activities and concepts. At
its simplest, it is the exercise of control, ensuring that payments are made in a properly
authorised and regulated manner whereas revenue is received when it is due. Beyond that
fundamental level, financial management is concerned with the achievement of efficiency,
effectiveness, economy, and hence value for money. This involves timely financial
planning taking into account business objectives, assessing the relative merits of choices in
resource allocation, monitoring and evaluating financial performance against business
objectives, and channelling the evaluation insights into the next financial planning cycle
with a view to driving continuous improvement in corporate performance.

H.3 Review Team observed certain areas for improvement in financial management in
RTHK as highlighted below.

H.4 Currently, RTHK’s budgetary planning process is not fully aligned with its business
planning cycle. Budgetary planning often focuses on short-term operations and reflects
divisional/sectional and on-going priorities. To demonstrate financial accountability as a
fully government-funded public service broadcaster (PSB), RTHK should integrate its
financial and business planning, driven by a holistic corporate strategy covering the short to
medium term, with the aim to achieve the department’s public purposes and mission as
stipulated in the Charter. Programme initiatives and resource proposals should be based on
an informed assessment of risks and opportunities, and corporate-wide initiatives which
could bring benefits across divisions should precede divisional preferences and not be
overlooked. In order to maximise value, RTHK should conduct post-year end reviews of
its financial performance to evaluate cost-effectiveness in the use of departmental resources.
The insights gained can then inform budgetary planning and funding allocation for the new
financial year.

H.5 There are 22 vote controllers (including the Controlling Officer) in RTHK, each
being held accountable for the proper use of their respective allocations. Budgetary control
and monitoring in the department should be strengthened, supported by the availability of
improved financial information for management purposes. In addition, RTHK should
embed risk management in all aspects of its functions and processes.

H.6 RTHK leadership needs to impress upon its staff the value of meaningful financial
and business planning, step up training to enhance their understanding of the concepts of
financial control and performance measurement, and foster a compliance culture in the
department.
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H.7 Review Team has also reviewed the respective roles and functions of Finance and
Resources Unit (FRU) and Systems Review Unit (SRU) in RTHK. RTHK management
should make good use of FRU, seeking its professional input with regard to strategic
functions and systemic issues in financial management in the department. In addition,
RTHK management should actively engage SRU to, among others, step up compliance
checks and perform more value for money audits on RHTK’s operations and activities with
a view to providing assurance that departmental resources are utilised efficiently, effectively
and economically.
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Financial Management in the Government

6.1 As the Controlling Officer for Head 160 — RTHK, the Director of Broadcasting is
responsible and accountable for all expenditure from that head of expenditure, and for all public
moneys and Government property in respect of RTHK. He is required to obey all regulations
made and directions or instructions given by the Financial Secretary under the Public Finance
Ordinance (Cap. 2). The Director of Broadcasting and all staff in RTHK involved in financial
management are required to comply with rules and regulations promulgated by the relevant
authorities. Under the Charter, the Director of Broadcasting is required to maximise value
and effectiveness of all available resources, and ensure compliance with all applicable
government rules and regulations.

6.2 Financial management embraces a wide spectrum of concepts and activities!. The
Treasury has issued a Financial Management Guide to enhance Controlling Officers’
appreciation of the attributes, as well as the benefits, of good financial management and to
encourage them to apply these attributes in corporate planning, setting business objectives and
priorities as well as performance monitoring and evaluation in their endeavours to achieve the
business objectives of their organisations.

Financial Management in RTHK

6.3 The actual expenditure under Head 160 — RTHK in 2019-20 was $1,041.7 million
and the original estimated expenditure in 2020-21 is $1,046.3 million. The major recurrent
expenditure items in 2019-20 are set out in Appendix 6.1. RTHK’s estimated revenue for
2020-21 is $11.5 million. The major revenue sources are sponsorship and content licensing?.

6.4 FRU is responsible for handling financial management and accounting matters in
RTHK. FRU is headed by Senior Treasury Accountant (Finance and Resources), who is
supported by a Treasury Accountant in charge of the Management Accounting Team and a
Senior Accounting Officer in charge of the Financial Accounting Team and Supplies Office.

Findings and Recommendations
Budgetary Process
6.5 RTHK does not have a department-wide corporate planning process or a coherent

corporate strategy that embraces all aspects of corporate businesses and activities. Radio and
Corporate Programming (R&CP) Division and Television and Corporate Businesses (TV&CB)

Including the exercise of financial and budgetary control at the departmental level and the budget holder level,
internal controls, the use of costing information for management purposes, comparison of options and
evaluation of projects, and performance measurement (integrating costs with outputs and outcomes) for
assessing cost-effectiveness with a view to achieving good value for money.

Content licensing refers to licensing of RTHK programmes to external users. RTHK shares the licensing
revenue with the Centre.
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Division undertake an annual programme planning process respectively?®, separate from
Production Services Division whose planning focus relates to RTHKs technical development
needs. The timetable of RTHK’s annual budgetary cycle does not fully align with its annual
business planning cycle. Budgetary planning in RTHK often focuses on short-term
operations and reflects divisional/sectional and on-going priorities, with insufficient attention
being given to the fulfilment of RTHK’s obligations under the Charter. Furthermore, Review
Team has not received evidence that RTHK conducts any post-year end review” to assist
planning for the next budgetary cycle and funding allocation for the new financial year.

6.6 Review Team recommends that in order to demonstrate financial accountability as a
fully government-funded PSB, RTHK should introduce a holistic budgetary planning
mechanism that covers the following areas for improvement:

(a) formulation of a holistic corporate strategy under the steer of senior management to
inform financial and business planning in the short to medium term with the aim to
achieve the department’s public purposes and mission as stipulated in the Charter.
RTHK leadership should impress upon its staff the value of meaningful financial and
business planning. Programme initiatives and resource proposals should be based
on an informed assessment of risks and opportunities, and corporate-wide initiatives
which could bring benefits across divisions should precede divisional preferences and
not be overlooked;

(b) integrating budgetary planning with business planning so that the budgetary planning
cycle will be able to take account of the resource implications of new initiatives arising
from the annual planning process as well as any identified savings/redeployment
opportunities;

(c) strengthening evaluation of cost-effectiveness in the use of departmental resources to
ensure achievement of value for money;

(d) conducting post-year end reviews, with insights feeding into the budgetary planning
and funding allocation for the new financial year;

(e) closer involvement of FRU in the Resource Allocation Exercise process to better
support effective financial planning and management in RTHK; and

(f)  senior management working in conjunction with FRU upon notification of RTHK’s
annual allocation for the new financial year to finalise the detailed internal allocations
to vote controllers so that they can be informed at the beginning of the new financial
year.

Under the prevailing annual programme planning process, a variety of audience surveys are conducted in
Quarter 1 to Quarter 3 of the current calendar year. In the last quarter of the current calendar year and the
first quarter of the next calendar year, the findings from the audience surveys are consolidated and an annual
programme plan for radio services and TV services respectively is formulated after internal deliberations. The
consolidated annual plan will be submitted to the Strategic Group Meeting for endorsement.

Matters covered by the post-year end review include: evaluation of the financial performance of the respective
budget holders, comparison of the actual expenditure in the past financial year with the original estimate as
well as the revised estimate, assessment as to whether the planned services and activities have been delivered
and targets achieved, and if not, ascertaining the reasons for the variance, identifying improvement areas and
working out solutions.
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Budgetary Control

6.7 Currently, there are 22 vote controllers in RTHK. Apart from the Director of
Broadcasting and the Deputy Director of Broadcasting, the other vote controllers are either
heads of divisions/sections or heads of supporting functions. Review Team observed room
for improvement in budgetary control in RTHK to guard against over-spending and ensure
proper internal funding re-allocation.

6.8 Review Team further observed that in RTHK, commitments are not registered for
procurement by tender and procurement confirmed by the issue of a letter of acceptance.
Hence, RTHK’s commitment records captured in the Government Financial Management
Information System are incomplete and vote controllers have to rely on other means (such as
manual registers) in order to obtain a full picture for performing budgetary monitoring and
control.

6.9 Review Team recommends that RTHK should introduce an improved budgetary
control and monitoring mechanism. All vote controllers should be fully briefed on the
importance of compliance with relevant government rules and regulations in discharging their
financial management responsibilities. Commitments should be recorded as far as practicable
in respect of procurement of goods and services in accordance with the service-wide
requirements, and payments must not be deferred to the next financial year for the purpose of
avoiding an excess on the approved provision.

Financial Information

6.10 It is important to provide accurate, relevant and timely financial information to assist
management as well as vote controllers in financial planning and monitoring, performance
evaluation and decision-making.

6.11 Review Team observed that the monthly financial report submitted to the Director of
Broadcasting and the Deputy Director of Broadcasting contains voluminous financial
information with detailed expenditure breakdown. Review Team recommends that the
financial information provided to senior management should be succinct and focus on
high-level information of significance.

6.12 Review Team further observed that while vote controllers can make online enquiries
about the spending position of their respective allocations via RTHK’s local information
system, the system is not user-friendly and does not support effective financial monitoring.
Review Team recommends that RTHK should consult the Treasury on alternative
arrangements to provide vote controllers with user-friendly, updated and adequate financial
information to facilitate budgetary control.

6.13 Costing information is essential for assessing the performance and value of an activity
in financial terms and for making choices between activities competing for departmental
resources. Such analyses will enable RTHK to look for more cost-effective ways to fulfil its
Charter obligations, thereby maximising value in its utilisation of departmental resources. To
facilitate RTHK management in planning and monitoring of resources, performance evaluation
and decision-making, Review Team recommends FRU to work out with management and the
programme divisions the types of costing information required for various purposes.
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Accounting Operations

6.14 Review Team has reviewed the accounting operations in RTHK, and noted instances
of late payments. To improve on its finance and accounting operations, RTHK should comply
with all accounting rules and regulations. Review Team recommends that FRU should
regularly review and identify any abnormal cases and exceptions, and seek systemic
improvements to address those frequent non-compliance areas.

6.15 Review Team further observed that some of the departmental accounting processes
are still manual and paper-based. Review Team recommends FRU to review and streamline
those manual processes to enhance efficiency and effectiveness.

Asset Management

6.16 Proper asset management supports effective planning for a department’s assets as
well as systematic organisation in the use of such assets to further the department’s business
objectives. There is currently no central system in RTHK for managing all its assets. Nor
is there any standard workflow for controlling asset movements.

6.17 Review Team recommends RTHK to approach the Efficiency Office for advice on the
conduct of a business process re-engineering study with a view to rationalising the prevailing
arrangements in the department.

Internal Control

6.18 Internal control’® is fundamental to good corporate governance and forms an integral
part of the business processes of an organisation. It aims to address risks and to provide
reasonable assurance that in pursuit of the organisation’s mission, the following general
objectives are achieved:

(a) efficiency and effectiveness of operations;
(b) reliability of financial reporting; and

(c) compliance with applicable laws, rules, regulations and management policies and
instructions.

6.19 Review Team recommends that RTHK should adopt the good practices in the Internal
Control Guide issued by the Treasury, and regularly assess the department’s internal control
by means of the Internal Control Questionnaire, in particular in respect of new activities and
higher risk areas. SRU can assist in reviewing the completed questionnaire to form an
independent view and advise on control areas which need strengthening.

5 Internal control embraces principles and practices such as:

(a) segregation of duties as far as possible to minimise the risk of fraud and error;

(b) frequent supervisory checks to mitigate the risks where segregation of duties could not be arranged;
(c) setting appropriate levels of authority or authorisation limits; and

(d) checks and balances embodied in all accounting procedures and financial information systems.
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Role of FRU

6.20 Taking account of the review findings, Review Team recommends that RTHK
management should make good use of FRU, while the following areas concerning the role and
functions of FRU should be reviewed and improved to enhance financial management in
RTHK:

(a) There is scope for improvement in the performance of FRU’s primary functions such
as monitoring budgetary control, ensuring compliance with the related rules and
regulations, preparing and providing relevant financial information and analyses to
management and vote controllers, providing professional advice on related areas to
management and users, and implementing proper internal controls. In addition, FRU
could provide more professional input with regard to strategic functions and systemic
issues in financial management®. In this connection, RTHK management should
involve FRU more closely in the annual Resource Allocation Exercise;

(b) More management information (such as costing information, financial analyses and
exception reporting) should be provided to management to improve budgetary
monitoring, identify room for improvement, enable cost comparison and support
performance measurement/evaluation. The financial information to senior
management should be succinct and focus on high-level information of significance;

(c) Manual work processes in financial management should be automated/streamlined as
far as possible so as to improve efficiency and effectiveness;

(d) There should be better planning and priority setting for the work performed by FRU
(e.g. timeline, targets and performance pledges should be set’; progress should be
periodically reviewed and monitored; and results should be measured against targets
and pledges); and

(e) Tailor-made and user-friendly training and sharing sessions should be arranged with
support from the Treasury and the Civil Service Training and Development Institute
for RTHK staff to enhance their understanding of the concepts of financial control
and performance measurement and to foster a compliance culture in the department.

Internal Audit

6.21 SRU performs an internal audit function, making reference to the Internal Audit
Guide issued by the Treasury. It reviews RTHK’s operations and activities, and provides
independent appraisals and objective advice on the adequacy and effectiveness of internal
controls, reliability and integrity of financial and operational information; and compliance with
the applicable laws, policies, regulations and procedures, etc. Review Team observed that
while SRU claims to adopt a risk-based approach in drawing up its annual plan for conducting

Such as identifying and recommending to management more efficient and cost-effective use of RTHK’s
resources so as to deliver better value for money, supporting management in the organisation’s strategic
planning and achieving business objectives.

For example, the timeframe for issue of demand notes upon receipt of requests from users.
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internal reviews, the classification of risk areas® is too general to support meaningful risk
management.

6.22 Review Team recommends that RTHK should devise a risk management strategy to
identify risks’, assess and evaluate risks against the Charter, determine responses to manage
identified risks, monitor the risks, and make regular reports and escalation to management. In
addition, RTHK should foster a risk management culture among all staff and embed risk
management in all aspects of its functions and processes.

6.23 Review Team has additional findings and recommendations in respect of SRU’s role
and functions as set out below:

(@) When conducting system reviews, SRU should carry out more in-depth investigation
to ascertain the root causes of identified problems with a view to bringing continuous
improvement in RTHK’s governance, compliance and service delivery;

(b)  SRU should step up compliance checks and conduct more value for money audits to
examine RTHK’s operations and activities with a view to providing assurance that
resources are utilised efficiently, effectively and economically; and

(c) SRU should assist in monitoring RTHK’s implementation of the recommendations
made and advice tendered by various oversight authorities, such as the Audit
Commission, the Independent Commission Against Corruption and the Treasury.

Risk areas are classified as generic public sector risks and specific business risks. ~Generic public sector risks
include: management of DCS Cat. I staff and NCSC staff; procurement of goods and services; revenue
collection (excluding content licensing), payment of salaries/expenses; imprest management, and
entertainment.  Specific business risks include: management of Cat. II service providers; programme
licensing; CIBS; commissioning of programmes; management of outsourcing activities; and management of
sponsorship.

Such as broadcasting-specific, compliance, financial, editorial, reputational, technological, security and
privacy risks.
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CHAPTER 7. STORES AND PROCUREMENT

Highlights

H.1 The policy of government procurement is to obtain stores and services at the best
value for money in a publicly accountable manner to support the Government’s programmes
and activities. This is underpinned by the principles of open and fair competition,
transparency and integrity. Controlling Officers are required to uphold a culture of
compliance with all relevant rules and regulations in government procurement. The
requirements of achieving value for money and ensuring compliance are also stipulated in
the Charter of RTHK.

H.2 RTHK procures a very broad range of goods and services of diverse nature to
support its business operation as a broadcaster as well as more routine departmental
administration. In 2019, RTHK’s procurement value totalled $382.3 million, of which
$78.4 million was for stores and $303.9 million (approximately 80%) for services. Over
99% of the purchase orders were direct purchases made by RTHK below $1.4 million.
Purchases in RTHK with a value above $50,000 but not exceeding $1.4 million were all
made by quotation without making use of open tendering.

H.3 Review Team observed various shortcomings in the procurement activities in
RTHK. These shortcomings point to some fundamental weaknesses which, unless
addressed, would continue to affect RTHK’s ability to fully comply with relevant
procurement rules and achieve good value for money from its procurement. Key areas for
improvement are set out below:

(@) To ensure the effective operation of the partially decentralised approach to
procurement in RTHK, senior management should initiate a strategic review to
assess the effectiveness of RTHK’s procurement system, consulting the
Government Logistics Department (GLD) as appropriate. Professional support
for supplies-related matters in RTHK also needs reinforcement. Pending the
outcome of that review, Finance and Resources Unit (FRU) should step up
oversight of procurement activities in the department and provide strategic input
(e.g. in selecting appropriate procurement approaches, monitoring procurement
performance so that good practices and lessons learnt could be captured for future
improvement, identifying exceptions and non-compliance cases for follow-up to
mitigate RTHK’s risk exposure, and coordinating cross-division/section
procurement needs to achieve economy of scale);

(b) While office exigencies/operational need could be a reason, the over-reliance on
procurement by quotation rather than open tendering, inadequate planning (e.g.
short quotation invitation period), a deficient Departmental Supplies List (DSL)
and the lack of a control mechanism at the central department level are not
conducive to the achievement of value through open and fair competition. RTHK
should improve in this regard; and

(c) Systems Review Unit (SRU) should continue to play a gatekeeper role in
conducting compliance audits on supplies activities in RTHK.
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Procurement in the Government

7.1 The policy of government procurement is to obtain stores and services at the best
value for money' in a publicly accountable manner to support the Government’s programmes
and activities. Relevant rules and regulations are set out in the Stores and Procurement
Regulations (SPRs), supplemented by further guidance promulgated by the Financial Services
and the Treasury Bureau (FSTB) and GLD.

7.2 Controlling Officers are responsible for the procurement of stores and services and
revenue contracts within the financial limits set out in the SPRs. They are also responsible
for the management of the stores and services procured and the contracts awarded.

Procurement in RTHK

7.3 RTHK procures a very broad range of goods and services of diverse nature to support
its business operation as a broadcaster as well as more routine departmental administration.
In 2019, RTHK’s procurement value totalled $382.3 million, of which $78.4 million (20.5%
of the total, involving 585 purchase orders) was for stores and $303.9 million (79.5% of the
total, involving 1 853 purchase orders) for services. Over 99% of purchase orders were direct
purchases made by RTHK below the financial limit of $1.4 million. For purchases in the
department with a value above $50,000 but not exceeding $1.4 million, they were all made by
quotation. Procurement of stores and services in RTHK exceeding $1.4 million and up to $10
million is subject to approval by the Departmental Tender Committee, which is chaired by
Deputy Director of Broadcasting.

7.4 In view of the large volume of services procurement in RTHK and for operational
efficiency, RTHK has adopted a partially decentralised approach, whereby procuring
divisions/sections/units have been delegated authority to arrange direct purchases of stores not
exceeding $50,000 and services not exceeding $1.4 million. For goods with a value
exceeding $50,000 and all procurement by tender, FRU is involved throughout the procurement
process up to the award of contract.

Findings and Recommendations

(A) Procurement

Overall Approach to Procurement

7.5 There are 22 stores units in RTHK dealing with supplies activities. To ensure the
effective operation of the prevailing partially decentralised approach to procurement in RTHK,
Review Team recommends that FRU should step up effective oversight of procurement
activities in the department and provide strategic input to help secure better value in RTHK’s
procurement.

' Value for money is assessed in terms of economy, effectiveness and efficiency, taking into account the total

costs involved (measured on a whole-life costing basis) and the overall value to be created or brought about
through the procurement.
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Procurement Planning

7.6 Review Team observed that procurement in RTHK is often handled as a routine
administrative process to meet short-term operational needs by reference to past
departmental/divisional/sectional experience in procuring similar goods and services. The
focus in procurement activities is mainly on the operational aspects with little attention to
strategic issues at the departmental level. While office exigencies/operational needs could be
a reason, Review Team is concerned over the widespread use of quotations in RTHK without
effective oversight and consideration of alternative procurement approaches>. Review Team
recommends that RTHK management should initiate a strategic review on the effectiveness of
its procurement system, including cross-divisional collaboration, consulting GLD as
appropriate.

7.7 Review Team has identified, through its sample checks, other procurement practices
in RTHK that reflect inadequate planning in the procurement process.

7.8 There are some potential areas where consolidation of purchases® may be possible to
achieve economy of scale and administrative efficiency. In response to Review Team’s
comments, RTHK explained that it was impractical to coordinate among different production
divisions and plan ahead for the procurement of common stores and services and that it was
necessary to maintain flexibility. Review Team considers that RTHK should strike a balance
between convenience and cost-effectiveness.

7.9 The financial limits set out in the SPRs refer to the total value of stores or services of
a similar nature which, in normal practice, are obtained or generated in a single purchase or
contract. Review Team considers that the procuring units in RTHK should, in accordance
with the service-wide requirement, interpret these limits strictly and do not evade the limits by
dividing procurement requirements into instalments or reducing the usual duration of contracts.

7.10 In one case relating to the procurement of computer-related supplies/services, the
procuring unit considered that the services concerned involved a proprietary technique
requiring specific technical skills and it issued invitations for quotations. The fact is that
suppliers engaged under the Standing Offer Agreements (SOAs) of the Office of the
Government Chief Information Officer (OGCIO) can provide the required professional
services. RTHK could have made use of the SOAs to obtain the service.

7.11 Review Team recommends that:
(a) for goods/services that have significance for its business, RTHK should assess and
consider which procurement arrangement is more appropriate in the interest of

promoting competition, efficiency, effectiveness and economy;

(b)  for better planning and to reduce the administrative effort and resources involved in
conducting so many procurement exercises, RTHK should conduct regular reviews to

For example, through arrangement of term contracts, appointment of multiple contractors, or itemisation of
the goods/services required whereby bidders can bid for one item or a combination of items.

For example, in respect of procurement of newspapers and magazines, souvenirs for programmes, and filming
crews with specified equipment.
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identify, in consultation with user divisions, common goods/services that could be
bundled/consolidated into fewer procurement exercises;

(c) RTHK should interpret the financial limits set out in the SPRs strictly; and

(d) RTHK should consult relevant expert departments (such as GLD, OGCIO and the
Department of Justice (DoJ)) for expert advice on procurement-related matters, where
necessary.

Departmental Suppliers List

7.12 GLD has provided guidelines to B/Ds on the proper maintenance and use of suppliers
lists for inviting quotations. In RTHK, FRU maintains a DSL, organised by stores/services
categories, of registered suppliers/service providers for use in procurement within the limit of
$1.4 million. Potential suppliers/service providers are encouraged to apply for registration on
RTHK’s DSL.

7.13 Review Team noted that of the 548 invitations for quotations issued in 2019, 82 cases
were single quotations (15% of total); and of the remaining 466 cases, 243 cases (44% of total)
had only one return and 106 cases (19% of total) had two returns. The response rate was low
due to various reasons, e.g. the suppliers invited for quotations did not provide the required
stores/services, information on the suppliers was outdated, and the existing DSL (including the
categorisation of suppliers) was deficient.

7.14 The prevalence of single returns or very few returns in procurement in RTHK is at
variance with the fundamental procurement principle of promoting fair and open competition.
Review Team recommends that a special comprehensive review of the DSL should be
conducted, with support and advice from other Government experts where appropriate, to
rationalise it (including its categorisation of stores and services).

Invitation for Quotations

7.15 As the invitation for quotation document forms part of the contract, it should clearly
set out the specifications for the goods/services to be procured, the delivery schedule, the
payment terms and other contract terms to avoid complicating and adding to the cost of the
quotation process. In line with the spirit of the SPRs regarding the preparation of tender
specifications, the quotation specifications should contain sufficient information to facilitate
bidders in preparing conforming and competitive bids. Review Team recommends that all
relevant requirements (including payment terms and delivery schedules) should be clearly
stated in RTHK’s quotation documents. The evaluation criteria and the marking scheme
should also be clearly set out in the specifications.

7.16 RTHK Accounting Circular No. 1/2014 recommends that generally at least two weeks
should be allowed for potential bidders to consider and prepare their quotation documents.
Review Team noted that of the 466 quotation exercises (i.e. excluding single quotation cases)
in 2019, 243 had only one return.  Of the 466 quotation exercises, 132 allowed less than two
weeks for suppliers to submit quotations, out of which 77 were allowed seven days or less.
Review Team recommends that adequate and reasonable time should be allowed for suppliers
to prepare and submit quotations, with the objective of promoting competition among potential
suppliers and thus maximising value for money in RTHK’s procurement.
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Evaluation of Quotations

7.17 For cases with only one or a limited number of returns, often the supplier nominated
by the user division/section/unit, the supplier manually selected from the DSL, or the last
supplier in a similar previous procurement exercise was awarded the contract. In one case
sample checked by Review Team, modifications to the “General Conditions” of the
procurement contract were raised by one of the bidders and RTHK handled the negotiation
process without consulting the Department of Justice. Review Team recommends that RTHK
officers should stay more alert to the need for legal advice before entering negotiations with
outside parties in future procurement.

7.18  In a few quotation exercises sample checked by Review Team, technical weightings
were allocated in the marking scheme for innovative suggestions from suppliers. As the pro-
innovation procurement policy” is relatively new, Review Team observed that RTHK officers
have only a limited understanding of the new approach. Review Team recommends that
RTHK, in consultation with FSTB/GLD, should arrange briefings/sharing sessions for its staff
involved in departmental procurement.

Contract Management

7.19  Review Team observed that there were cases of insufficient follow-up on the
performance of RTHK’s contractors. Review Team recommends that RTHK should closely
monitor the performance of its contractors to ensure that the goods/services procured are
delivered in a satisfactory manner and according to contract terms.

Monitoring of Procurement Performance

7.20  In RTHK, there is a general lack of management information to assist planning of
procurement spending, monitoring of procurement performance against key result areas,
identification of over-concentration of suppliers and evaluation of cost-effectiveness, etc.
Review Team recommends that RTHK should devise a review and monitoring mechanism by
setting performance indicators and conducting regular reviews, based on an analysis of the
quotation invitations issued, exception reports, performance records of RTHK’s contractors
and other management information, to support monitoring and evaluation of procurement
performance.

(B) Supplies and Stock Management

Segregation of Duties

7.21 Further to internal checks conducted by GLD in 2018, which highlighted, among
others, that some officers in RTHK performed multiple roles in a quotation exercise, Review
Team has similar findings. Review Team recommends that RTHK should ensure that
different officers are appointed to perform different key duties to ensure reasonable checks and

4 Under the Government’s pro-innovation government procurement policy effect from 1 April 2019, B/Ds are

encouraged to adopt outcome-based requirements and be receptive to new ideas from suppliers/service
providers with a view to obtaining better value for money. FRU has issued departmental guidelines based
on the relevant Financial Circular and supplementary guidance issued by FSTB.
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balances in the procurement process and, where segregation of duties cannot be arranged due
to resources constraint or other reasons, there should be appropriate mitigation measures.

Inventory Management

7.22  Currently, information on inventory items of different nature in RTHK is kept in
different computer systems or in spreadsheets.  This arrangement is administratively
cumbersome and inefficient. Review Team recommends that RTHK should rationalise and
update its asset and inventory management system to properly capture records of all its assets
and inventory, including the movement of inventory and disposal.

(C) Internal Control and Internal Assessment

7.23 To increase staff awareness of the importance of observing requirements stipulated in
the SPRs and to ensure that procurement and stores management activities in B/Ds fully
comply with the SPRs, GLD requires B/Ds to conduct self-assessments on their supplies
activities on a biennial basis. Review Team recommends that all parties in RTHK that are
involved in the self-assessment exercise should exercise due diligence in conducting the exercise
to identify areas for improvement in RTHK’s supplies operations. Review Team further
recommends that SRU should continue to conduct reviews on supplies activities in RTHK in its
regular compliance audits and assist in reviewing RTHK’s completed Self-assessment Checklist
to ascertain the department’s compliance with the SPRs.

(D) Professional Resources Deployment and Capacity Building

7.24  According to the Procurement Handbook issued by GLD, procurement is a distinct
function and should be headed by an officer at a senior level with a clearly defined role,
reporting line and responsibilities. The head of procurement should focus on strategic
procurement activities which constitute the major expenditure items of a B/D and provide
professional advice on opportunities for improving the efficiency and cost-effectiveness of the
procurement function, especially when demand cuts across divisions and collaborative efforts
are needed from different divisions of the B/D. B/Ds should examine regularly whether the
current establishment and strength of Supplies Officer grade staff are commensurate with the
prevailing/foreseeable workload and value of purchase.

7.25 Review Team recommends that, with a view to improving the efficiency and
effectiveness of RTHK’s supplies operations, RTHK should, in consultation with GLD, review
the organisational and staffing arrangements for the performance of its supplies functions
having regard to the prevailing/foreseeable workload as well as the nature and value of
procurement in RTHK.

7.26 As a large number of staff in RTHK are involved in the procurement processes and
inventory management, it is necessary to ensure that they have a clear understanding of the
procurement principles and requirements as well as the importance of complying with relevant
government rules and regulations. Review Team recommends that RTHK should adopt a
more structured approach to procurement training for its staff, with support from GLD, so that
RTHK could achieve better value for money in its procurement.
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CHAPTER 8. INFORMATION TECHNOLOGY MANAGEMENT

Highlights

H.1 Government bureaux/departments (B/Ds) are encouraged to leverage on
information, communication and technology (ICT)' to improve their operational efficiency
as well as the quality and cost-effectiveness of its service delivery.

H.2 RTHK operates in an industry disrupted by media convergence. The demand for
enhanced service quality and value for money is a further driver for investments in ICT.
Yet, RTHK lags behind in harnessing the potential of ICT to raise its corporate performance.
To better support the department’s cost-effective operation as well as its sustainable
development in fulfilment of its obligations under the Charter of RTHK, Review Team
recommends that RTHK should:

(a) demonstrate leadership in information technology (IT) management, with the
Departmental IT Steering Committee (DITSC) and the e-Business Coordinator
assuming more prominent roles, to maximise the value of ICT in achieving the
department’s business objectives;

(b) formulate a comprehensive IT strategic plan, adopting a holistic view of the ICT
needs across the department, the risks and threats it faces in an increasingly
connected technological environment, as well as the new opportunities presented
by new technologies;

(c) improve project governance in pursuing ICT projects;

(d) conduct an organisational review, in consultation with the Office of the
Government Chief Information Officer (OGCIO), with a view to putting in place a
properly structured and resourced IT Management Unit (ITMU) and rectifying the
prevailing fragmented approach to IT management in the department; and

(e) seek support from OGCIO to step up capacity building effort to raise the
professional skills of its IT personnel as well as IT awareness and literacy of users
in the department.

1

IT (for information technology) and ICT (for information, communication and technology) are used
interchangeably in this report.
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IT Management in the Government

8.1 The policy responsibility for overseeing the use of ICT within the Government rests
with the Government Chief Information Officer. OGCIO provides a range of central IT-
related services to B/Ds, such as Government Cloud Infrastructure Services, Government
Human Resources Management Services and Standing Offer Agreements for IT equipment and
services. OGCIO Circular No. 4/2010 provides B/Ds with the framework and guidelines on
the management of IT professional resources, including the establishment of ITMUs in B/Ds.

8.2 B/Ds should draw up their own IT plans and keep them up-to-date through regular
reviews. ICT projects conceived and planned under the Departmental IT plan (DITP) or the
Information Systems Strategy Study (ISSS) should have clear linkages with the policy
objectives, business direction and vision of the B/D concerned. When planning ICT projects,
B/Ds need to consider how best to identify and quantify the expected benefits.

8.3 To effectively manage the identification, implementation and completion of ICT
projects, close involvement of the senior management of the sponsoring B/D is of vital
importance. E-Business Coordinators are responsible for overseeing ICT/e-government
development in their B/Ds. In addition, a DITSC? should be set up to steer and monitor the
progress of implementation of the B/D’s information systems and DITP/ISSS, and to oversee
related issues such as funding arrangements and manpower resource.

IT Management in RTHK

8.4 IT planning and project implementation in RTHK is undertaken by the respective IT
functional sections in light of users’ operational needs and requirements. For administrative
computer projects, a DITSC, chaired by Controller (Production Services) and comprising
members from IT Section of Production Services Division (PSD) and New Media Synergy and
Support (NMS&S) Section of Television and Corporate Businesses (TV&CB) Division, has
been set up. Controller (Production Services) is the e-Business Coordinator in RTHK.

8.5 IT-related responsibilities in RTHK are split among IT Section of PSD, NMS&S
Section of TV&CB Division and Engineering Section of PSD.

8.6 IT Section is responsible for the provision of administrative computer services in
RTHK. It maintains about 30 IT systems® in RTHK, coordinates RTHK s funding proposals
concerning administrative computer systems and consultancies, and serves as a point of contact
with OGCIO.

8.7 New Media Unit in NMS&S Section is responsible for supporting those IT systems
with a public interface (e.g. the Automated Publishing System for scheduling the broadcasting
of TV programmes) as well as RTHK’s new media services (such as the rthk.hk website and
the RTHK apps). The Technical Team in NMS&S Section attends to all technical matters
related to RTHK’s new media services (e.g. maintenance and support of web projects and

2 The DITSC, chaired by the e-Business Coordinator, should include all the heads of business and IT functions
as members so that decisions on ICT investments can be made with full regard to business requirements and
priorities.

These systems are categorised as business application systems, administrative support systems and network
infrastructure.
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mobile applications, and preparation of web analytics reports).

8.8 Engineering Section in PSD is responsible for maintaining broadcast production
computer systems in RTHK, such as the Newsroom System?,

Findings and Recommendations
Departmental IT Planning

Weak IT leadership

8.9 The DITSC in RTHK does not perform the full range of its intended functions. Its
main activity is only to meet once a year to review and endorse the funding proposal papers for
IT projects before submission to the Administrative Computer Projects Committee under
OGCIO. The e-Business Coordinator in RTHK, who largely relies on the inadequate input of
IT Section, plays a relatively passive role in overseeing the ICT/e-government development in
RTHK and working with OGCIO on ICT development matters. Review Team recommends
that RTHK should demonstrate IT leadership, with the DITSC and the e-Business Coordinator
assuming more prominent roles, to maximise the value of ICT in achieving the department’s
business objectives.

Fragmented IT planning

8.10  The prevailing arrangement for IT management in RTHK is fragmented. There is no
strategic IT planning at the corporate level which takes a holistic view of the ICT needs arising
from the department’s business development, the risks and threats faced by the department in
an increasingly connected technological environment (e.g. IT security risks) as well as the new
opportunities presented by new technologies.

8.11 As observed in the consultancy report on RTHK’s DITP issued in January 2020, the
shortcomings of the prevailing IT situation in the department include:

(a) Each division manages its core data critical to its businesses. Notwithstanding the
use of information systems, a large volume of paper-based files continues to be
generated in day-to-day operations;

(b)  The user interface and functionality of some IT applications may not fully meet users’
requirements, leading to operational inefficiency. There is a lack of data exchange
interfaces/integration among related systems. An integrated approach to human
resources data management, a centralised asset management system and an electronic
record management system are also lacking; and

(c) Users have difficulties in sharing large electronic files/documents within the IT
network. There is also a lack of collaborative tools for sharing of files.

4 The Newsroom System provides a platform for radio news producers to prepare daily news stories and for

gathering materials from news agencies.
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8.12  Based on its examination of selected administrative computer systems in RTHK,
Review Team has the following additional observations which reflect the lack of holistic IT
planning in the department:

(a) Resource and Cost Management System (RCMS): This system comprises a multitude
of modules of different nature®, each with its system owner. Some of these modules
are either unrelated to each other or outside the primary objectives of the RCMS; and

(b) Petty Cash Information System: This system, which is principally for maintaining
imprest accounts, details of advances, entertainment applications and actual
reimbursement, has an unrelated function for downloading payment details and the
general ledger balance from the Treasury’s Government Financial Management
Information System (GFMIS) for reporting the spending position of vote controllers.

8.13  Low IT security awareness in RTHK is reflected in the department’s assessment that

it does not have any mission-critical IT systems, hence no compliance audit was conducted to
identify IT security risks relating to these systems.

Limitations of RTHK s Departmental IT Plan

8.14  RTHK does not have a corporate-wide IT strategy or IT plan covering the department’s
diverse IT needs to harness the potential of IT in support of the department’s business pursuits.
The current DITP concerns only administrative computer systems managed by IT Section.

8.15  Review Team observed that the cost-benefit analyses of the recommendations in the
DITP have not taken into account all relevant factors, such as identified savings and intangible
benefits in the long term (e.g. enhanced operational efficiency, one-stop data input, improved
data accuracy/consistency and rationalised workflow). = Nor has the Plan given due
consideration to the urgency of, and business need for, individual projects in prioritising the
project implementation plans. Review Team further observed that RTHK’s current DITP has
not been cleared with the Commerce and Economic Development Bureau.

8.16  Review Team recommends that RTHK should devise a comprehensive and holistic IT
strategic plan, preferably through an ISSS, for the department. Where possible, there should
be sharing of common data, IT components and standards among systems; and business
processes should be streamlined and automated to improve efficiency and accuracy. In taking
forward the exercise, RTHK should consider conducting business process re-engineering,
consulting the Efficiency Office as necessary. The IT strategic plan should be reviewed
periodically to take account of any changes to RTHK’s business needs.

Project Implementation and Management

5 These modules include:

(a) Centralised Booking System for booking internal resources for programme production and day-to-day
management of resources allocation;

(b) Costing System for capturing costing information for cost allocation. It has a “GFMIS-enquiry” sub-
module for vote controllers to view the spending position against their allocations;

(c) Broadcasting Services Contract System for managing bookings, work orders and Job Assignment Forms
for external service contractors;

(d) Programme Offer System for budget planning and control of PSD’s resources for TV programme
production; and

(e) Inventory System for Props Store for managing props inventory items.
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8.17 According to a Quick Post Implementation Review conducted by OGCIO in 2018 on
the Departmental Costing and Television Budgetary Control System, OGCIO identified the
following improvement measures to mitigate project risks:

(a) early confirmation of user requirements and the project implementation approach;

(b) comprehensive project planning, including comprehensive impact analysis of project
change; management and confirmation of resources availability, and factoring
identified risks in the project plan;

(c) exploring the establishment of Business Analyst roles in the department; and
(d) exercising due diligence in completing the Post Implementation Departmental Return.

8.18 In its study on documentation for selected outsourced IT systems in RTHK in 2020,
Systems Review Unit made similar observations as OGCIO’s findings and identified the
following additional deficiencies:

(a) inadequate oversight exercised by the Project Steering Committee and the Project
Assurance Team, with few or no meetings held;

(b) absence of required endorsement from the Project Steering Committee and the Project
Assurance Team,;

(c) insufficient documentation; and

(d) lack of collaboration and lack of communication between IT staff and users on project
information over the project period.

8.19  These shortcomings are common to other IT projects implemented by RTHK, as
observed by Review Team in its sample checks.

8.20  Review Team recommends that RTHK should improve project governance in pursuing
ICT projects (e.g. a strong project team involving both IT experts and business analysts familiar
with users’ business needs, clarity and early confirmation of user requirements, comprehensive
project planning, and observance of the requirements stipulated in the Practice Guide to Project
Management issued by OGCIO). In addition, the DITSC should exercise more effective
oversight and the e-Business Coordinator should be more closely involved in overseeing ICT/e-
government development with reinforced support from the relevant IT functional units.

Professional Resources Deployment

8.21 As the core ITMU in RTHK, the absence of Analyst/Programmer grade staft and the
prevalence of T-contract staff® in IT Section has resulted in an insufficient understanding in
RTHK of the Government’s internal IT policy, practices and procedures. Communication and
interactions with OGCIO, including the use of common services provided by OGCIOQO, is also

® 11 out of the 19 staff members in IT Section are T-contract staff. Under the prevailing government policy,

such staff should primarily be deployed to meet ad hoc, short-term or project-based service need.
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limited. Given the technological development in the broadcasting industry as well as the
potential of IT to improve the efficiency, quality and cost-effectiveness of service delivery,
there are merits for RTHK to draw on the expertise and experience of the professional
workforce from OGCIO to meet its ICT needs.

8.22 Review Team further observed that due to the clear segregation of functions among
IT Section, the Technical Team in NMS&S Section and Engineering Section, RTHK is unable
to maximise synergy internally to tap opportunities in the new media environment. Under the
current arrangement, IT Section is unable to fulfil the main functions of a proper ITMU in
discharging its oversight and co-ordination responsibility over all IT activities in the
department.

8.23 Review Team recommends RTHK to conduct an organisational review, in consultation
with OGCIO, with a view to putting in place a properly structured and resourced ITMU to
support RTHK’s business operations and future development, and rectifying the prevailing
fragmented approach to IT management in the department.

Capacity Building

8.24  To support a properly resourced ITMU, there is a need to enhance the professional
competence of the IT workforce in RTHK’. There is also a need to raise the IT awareness
and literacy of users in RTHK to encourage more extensive use of ICT in pursuing RTHK’s
business objectives in a rapidly evolving media environment (e.g. appreciation of the
capabilities of new ICT technologies and their relevance to RTHK’s businesses, basics on IT
project management to assist articulation of user requirements, IT-related security issues and
responsible use of social media). Review Team recommends RTHK to seek support from
OGCIO to step up its capacity building effort to raise the professional skillset of its IT personnel
as well as IT awareness and literacy of users in the department.

7 For example, in respect of the Government’s IT policy, procedures and requirements; IT security; and project

governance.
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Appendix 1.1

Charter of
Radio Television Hong Kong

A.l



A.

SCOPE

1.

This Charter specifies —

(a) Radio Tele\}ision Hong Kong (RTHK)

(b)

(1)

(i)
(iii)

(iv)

the public purposes and mission of RTHK (section
B);

the editorial independence of RTHK (section C);

the key programme areas of activities undertaken by
RTHK (section F); and

the modes of service delivery (section G),
performance evaluation (section I), transparency in
operation (section J).

Relationship between RTHK and the other relevant

parties

(1)

(i)

(iii)

the status and responsibilities of RTHK and its
relationship with the Commerce and Economic
Development Bureau (CEDB) and the Secretary for
Commerce and FEconomic Development (the
Secretary) (section D);

the Board of Advisors and its relationship with
RTHK (section E}; and

the role of the Broadcasting Authority (BA) in
providing content regulation for RTHK
programming (section H).

The signing parties mentioned in this Charter should dutifully
and conscientiously observe the terms and their respective
obligations set out in this document.

The phrase “programme areas” in this document refers to
“radio, television and new media services”, as distinguished
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B.

2

from radio and television “programming” and “production”
activities which RTHK undertakes on a day-to-day basis.

PUBLIC PURPOSES AND MISSTION

4. As the public service broadcaster in Hong Kong, RTHK is to
fulfill the following purposes —

(a)  sustain citizenship and civil society. This involves —

(1) promoting understanding of our community, our
nation and the world through accurate and impartial
news, information, perspectives and analyses;

(i1) promoting understanding of the concept of “One
Country, Two Systems” and its implementation in
Hong Kong; and

(iii) engendering a sense of citizenship and national
identity through programmes that contribute to the
understanding of our community and nation;

(b) provide an open platform for the free exchange of views
without fear or favour. This involves the provision of a
wide range of programmes for public participation and
expression of views, and provision of a platform to
support and facilitate community participation in
broadcasting, including the administration of a
Community Broadcasting Involvement Fund';

(c) encourage social inclusion and pluralism. This involves
the provision of programmes with diversity of
programming coverage, universality of reach and
sensitivity to the pluralistic nature of Hong Kong and the
world. The objective is to enhance public understanding

1

The Community Broadcasting Involvement Fund will be set up to provide financial support for community
groups (e.g. ethnic minority groups, non-governmental organizations, ete.) to actively participate in
broadcasting and content productions. RTHK would administer the Fund, in consultation with the Board of
Advisors, to encourage community organisations to bid for resources for producing television and radio
programmes, and would arrange to broadcast these contents on RTHK s channels,
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(d)

3

and acceptance of the cultural, linguistic, religious and
ethnic diversity both in the local community and beyond;

promote education and learning. This involves
stimulating interest in a wide range of subjects, and
providing information and resources to facilitate lifelong
learning at all levels and for all ages; and

stimulate creativity and excellence to enrich the
multi-cultural life of Hong Kong people. This involves
the production, commission and acquisition of distinctive
and original content for public broadcast. There should
be active promotion of public interest, engagement and
participation in cultural activities, and its programming
and other corporate policies and practices should foster
creativity and nurture talent.

RTHK will provide to Hong Kong people editorially
independent, professional and high-quality radio, television and
new media services. Specifically, the mission of RTHK is to -

(a)

(b)

(©)

(d)

(e)

inform, educate and entertain members of the public

~ through multi-media programming;

provide timely, impartial coverage of local, national and
global events and issues;

deliver programming which contributes to the openness
and cultural diversity of Hong Kong;

provide a platform for the Government and the
community to discuss public policies and express views

thereon without fear or favour; and

serve a broad spectrum of audiences and cater to the
needs of minority interest groups.
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EDITORIAL INDEPENDENCE

0.

7.

RTHK is editorially independent.
RTHK will adhere to the following editorial principles -

(a) be accurate and authoritative in the information that it
disseminates;

(b) beimpartial in the views it reflects, and even-handed with
all those who seek to express their views via the public
service broadcasting platform;

(¢) be immune from commercial, political and/or other
influences; and

(d) uphold the highest professional standards of journalism.

The Director of Broadcasting (the Director) as the
Editor-in-chief is responsible for ensuring that a system of
editorial control in accordance with RTHK’s Producers’
Guidelines is in place to provide accurate, impartial and
objective news, public affairs and general programming that
inform, educate and entertain the public.

As the Editor-in-chief, the Director is responsible for making
the final editorial decisions in RTHK and is accountable for
editorial decisions taken by RTHK programme producers.

STATUS AND _RESPONSIBILITIES OF RTHK AND

RELATIONSHIP WITH CEDB AND THE SECRETARY

10.

RTHK is a government department under the policy purview
and housekeeping oversight of the CEDB. The department and
its staff are subject to all applicable government rules and
regulations, including those on financial control, human
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resources management” and procurement matters. RTHK is
also subject to monitoring mechanisms applicable to
government departments, including but not limited to those
relating to the Ombudsman, the Audit Commission and the
Independent Commission Against Corruption.

11. The Secretary will provide the Director with policy guidance
and support as follows -

(a) defining the programme areas and agreeing the
underlying activities;

(b) reviewing policy aspects of each programme area: the
policy aim, description, operational objectives, matters
requiring special attention over the next 12-month period,
performance targets and financial data;

(c) securing resources for the programme areas;

(d) setting performance targets, in consultation with the
Director, which will identify the efficiency and
effectiveness of resources deployed to the programme
areas for achieving the public purposes and mission set
out in paragraphs 4 and 5 above and assess whether value
for money is achieved;

(e) reviewing quarterly with the Director the achievement of
these targets and any resulting actions required,

(f) reviewing annually, at a set time, the achievement of
targets, using this as a basis for developing objectives and
targets for the next 12 months and for establishing
resource allocation priorities set out in sub-paragraph (g)
below;

2 Human resources management includes appointment, termination of service, conduct and discipline, training

and development and other matters relating to the conditions of service of civil servants and other staff of
RTHK.
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(h)
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establishing priorities for the allocation of resources at an
annual review of each programme area and the aspects set
out in sub-paragraph (b) above; and

speaking for the Government on policy matters about
RTHK.

The Director will be responsible to the Secretary for -

(@)

(b)

(c)

(d)

(e)

(H

(&

(b)

managing the activities in each programme area on a
day-to-day basis;

establishing for each programme area all of the aspects
set out in paragraph 11(b) above;

reviewing all of the aspects set out in paragraph 11(b)
above and proposing changes as necessary in order to
achieve the public purposes and mission set out in
paragraphs 4 and 5 above;

ensuring the provision and establishment of a
cost-effective organisation with appropriate staffing and
other necessary resources allocated for the efficient
delivery of the public purposes and mission set out in
paragraphs 4 and 5 above;

ensuring the delivery of the performance targets as agreed
with the Secretary for each programme area or activity
through appropriate delegation as necessary;

reviewing quarterly with the Secretary progress in
achieving these targets and implementing any resulting
actions required;

reviewing annually, at a set time, with the Secretary the
achievement of targets, and using this as a basis for

developing objectives and targets for the next 12 months;

improving in-house systems and structures that will
maximise value and effectiveness of available resources
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(1)

1)

(k)

7

and ensuring compliance with all applicable government
rules and regulations;

putting in place an effective mechanism to comply with

the relevant codes of practice on programming standards
issued by the BA,;

putting in place an effective mechanism to deal with
public complaints and setting up appropriate channels to
receive public views and comments; and

accounting for all matters relating to the operation and
management of RTHK.

E. BOARD OF ADVISORS AND ITS RELATIONSHIP WITH RTHK

13.

There shall be a broad-based Board of Advisors (the Board) to
be appointed by the Chief Executive to advise the Director on
the services of RTHK. The Board will have the following
functions —

(a)

(b)

(©)

(d)

advising the Director on all matters pertaining to editorial
principles, programming standards and quality of RTHK
programming;

receiving reports on complaints against editorial
principles, programming standards and quality of RTHK

programming;

receiving reports of public opinion surveys regularly
conducted by RTHK to track how well RTHK
programming meets up to audience expectations;

receiving reports on the performance evaluation of
RTHK and the department’s compliance with
performance evaluation indicators, and advising the
Director on the adoption of appropriate performance
evaluation indicators and ways to improve service
delivery;
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15.

(©
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advising the Director on matters relating to community
participation in broadcasting on radio and television
channels, including advising on the rules for
disbursement of the Community Broadcasting
Involvement Fund; and

initiating studies and research on issues pertaining to the
achievement of the public purposes and mission of
RTHK.

The Board will uphold the editorial principles set out in
paragraph 7 above in exercising the above functions.

The Board shall comprise a balanced mix of persons with good
local knowledge and varying expertise, who are appointed in
their personal capacity. Members of the Board shall include -

(a)
(b)

(©)

(d)

a non-official Chairman;

member(s) with industry/professional experience.
These include persons from various sectors such as
media, journalism, education, arts and culture,
technology, legal, accounting and/or finance, persons
with senior management experience and expertise, as
well as persons with experience in serving the interests
of minorities and/or the underprivileged;

lay member(s) whose personal knowledge and/or
experience may contribute positively to the achievement

of the public purposes and mission of RTHK; and

the Director as the ex-officio member.

The Board shall maintain regular communication with the
RTHK management, but it will not be involved in the
day-to-day operation or staffing matters of RTHK, which are to
be dealt with by the Director and the RTHK management, The
Board is advisory in nature. It has no executive power. The
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ultimate editorial responsibility for RTHK rests with the
Director.

16.  The Director, as the head of RTHK and the ex-officio member
of the Board, may seek advice of the Board on matters
pertaining to editorial principles, programming standards,
quality of RTHK programming and community participation in
broadcasting, and should —

(a)  give due weight and consideration to all advice provided
by the Board. The Director shall report and explain to the
Board the reasons for not following the advice of the
Board;

(b)  submit performance evaluation reports to the Board and
seek its advice on related matters; and

(c) provide secretarial and other necessary support to the

Board in carrying out its functions set out in paragraph 13
above.

F.  PROGRAMME AREAS

17. The key programme areas undertaken by RTHK and overseen
by CEDB are the provision of -

(a) public-service radio services;
(b) public-service television services; and
(c) public-service new media services.

18. The objectives with regard to the programming of each
programme area are -

(a) inrelation to radio services, to -
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(b)
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(ii)

(ii1)

(iv)

v)

(vi)

(vii)

(viti)

(ix)

10

provide on its channels a range of quality output in
the fields of information, education, entertainment
and cultural enrichment;

develop and implement a strategy which gives a
clear definition to channel identity and is appealing
to various sectors of the community;

give emphasis to the provision of accurate,
impartial and objective news and public affairs
programming;

provide a platform for the communication and
exchange of views on public policies and
community matters;

support and promote community participation in
broadcasting;

provide news bulletins/summaries in Chinese,
English and other languages as appropriate on a
round-the-clock basis;

maintain and develop programming designed to
encourage audience participation and community
involvement, and serve minority audience needs;

maintain and develop original programming
designed to foster in the community an interest in
music, culture and the arts, and encourage the
development of the creative industries and local
talent; and

provide for the relay of national and international
broadcasting services; :

in relation to television services, to -
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(i) provide television services notably in areas not
adequately provided by commercial television
broadcasters;

(i) provide programmes, including programmes
produced for the government, for prime time
transmission through the commercial television
broadcasters’;

(i) give emphasis to the provision of accurate,
impartial and  objective  public  affairs
programming;

(iv) provide a platform for communication and
exchange of views on public policies and
community matters;

(v) support and promote community participation in
broadcasting;

(vi) give emphasis to productions with locally produced
original content;

(vii) maintain and develop programming designed to
encourage audience participation and community
involvement, and serve minority audience needs;

(viii) maintain and develop original programming
designed to foster in the community an interest in
music, culture and the arts, and encourage
development of the creative industries and local
talent; and

(ix) provide for the relay of national broadcasting; and

(c) inrelation to new media services, to -

This part will be subject to review upon the introduction of digital television broadcasting services by RTHK.

A 12



19.

20.

12

(i) make available a wide range of radio and television
programming on the Internet;

(i) give emphasis to the provision of e-learning
projects;

(iii) provide an e-platform for communication and
exchange of views on public policies and
community matters;

(iv) provide a channel for receiving feedback on the
RTHK services through the Internet; and

(v) provide live and recorded programming through a
streaming format and mobile connection.

The programme mix of RTHK should include local original
content production. Through a mix of in-house, ¢co-production
and commissioned programming, RTHK should aim to
contribute to the growth of the local content production
industry. Co-production may include partnership with national
and international broadcasters and content providers, with a
view to promoting Hong Kong’s brand nationally and
internationally and widening the perspective of the local
audience.

RTHK should allocate part of its airtime and resources within
the development of its digital services to provide a platform for
community participation in broadcasting. RTHK should
administer the Community Broadcasting Involvement Fund to
provide financial support for community groups according to
rules established in consultation with the Board.

G. MODES OF SERVICE DELIVERY

21.

The modes of service delivery of RTHK should include digital
audio broadcast as well as analogue AM and FM radio services,
digital television broadcasting services as well as new media
services.

A.13



H.

13

PROGRAMME CONTENT REGULATION

22,

23.

24.

25.

RTHK should ensure that unless otherwise approved by the
BA, all television and radio programmes broadcast on its
platform or supplied for broadcasting by licensed broadcasters
in Hong Kong should comply with :-

(a) the relevant codes of practices issued by the BA to
regulate the standards of programmes broadcast by
broadcasters holding licences issued wunder the
Broadcasting Ordinance or the Telecommunications
Ordinance; and

(b) any amendments to the codes of practice issued by the
BA from time to time.

The BA should. investigate all complaints received by it,
including complaints lodged by the Television and
Entertainment Licensing Authority (TELA), against any
programme broadcast on RTHK’s platform or supplied by
RTHK for broadcasting by licensed broadcasters in Hong
Kong.

For the purpose of such investigation, the BA may require
RTHK to provide, free of charge, a true and authentic copy of
the programme under complaint. RTHK should comply with
the requirement unless the notice of the requirement reaches
RTHK more than 90 days after the broadcast of the programme.
Where a programme has been broadcast more than once, the 90
days will run from the date of the last broadcast.

The BA may classify a complaint as trivial, frivolous,
unjustified, partially justified or justified provided that the two
last mentioned classifications may be made only -

(a) by the BA itself; and

(b) after the procedures in paragraphs 26 and 27 below have
been followed.

A.14



26.

27.

28.

29.

30.

14

Where there is prima facie evidence to support a complaint,
except one which is classified as trivial or frivolous, it will be
referred to the Complaints Committee appointed under section
10 of the Broadcasting Authority Ordinance (Chapter 391) (the
CC). The CC, upon receipt of a complaint referred to it, will -

(a) give RTHK or its representative a reasonable opportunity
to make representations both orally and in writing;

(b) consider any representations made, whether orally or in
writing, by or on behalf of the complainant and RTHK;

(¢) consider any evidence received by it, whether tendered
on behalf of the complainant or otherwise, which it
considers relevant to the complaint; and

(d) make recommendations concerning the complaint to the
BA.

The BA will consider the CC’s recommendations and arrive at
provisional findings about the complaints. Further
representations, orally and/or in writing, by or on behalf of
RTHK should be invited on the BA’s provisional findings.

The BA will decide on the classification of the complaint
(namely, whether it is unjustified, partially justified or
justified), and may impose appropriate sanctions on RTHK
including an order to issue a public apology and/or to make
appropriate corrections.

The BA and RTHK may individually release to the public, after
a complaint has been classified, the details of the complaint
received by the BA, the decision of the BA and RTHK’s
response.,

Except where the contrary is stated expressly or by necessary
implication in this Charter, the BA may discharge any of its
functions stated in paragraphs 22 to 29 above through the
Commissioner for Television and Entertainment Licensing or

A.l5
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his/her representative and RTHK may do so through the
Director or his/her representative.

PERFORMANCE EVALUATION

31.

32

33,

34.

RTHK should prepare an annual plan in consultation with the
Board and the Secretary. The annual planning process will
include a public engagement exercise to solicit views from the
community with a view to enhancing transparency and
accountability.

RTHK should devise, and regularly review, internal procedures
to handle public complaints against its operations and
programming.

In order to provide a basis for public scrutiny of the extent to
which RTHK delivers its public service mission and returns
value for the public money it expends, RTHK should set clear
targets, develop measurable performance evaluation indicators
and conduct regular assessments.

RTHK should issue performance pledges and compile
performance evaluation reports on a regular basis.

TRANSPARENCY IN OPERATION

39

36.

For the sake of transparency, RTHK should produce an annual
report for public inspection no later than six months after the
conclusion of the year reported on.

The annual report should set out details on RTHK’s operation
in the past year, its performance pledges, the extent to which it
has met its public purposes and mission, programming
objectives, developments in its modes of service delivery and
programming directions, achievements in performance
evaluation, compliance in the areas of corporate governance
and accountability, complaints handling, as well as related
information and follow-up action.

A.l6
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RENEWAL

37. This Charter may be subject to review and renewal in
consultation with the Director and the BA every five years or
when necessary.

This Charter is made on 13 August 2010 and signed by —

Henry Tang
Chief Secretary for Administration
of the Hong Kong
Special Administrative Region

Franklin Wong
Director of Broadcasting
of the Hong Kong
Special Administrative Region

Ambrose Ho
Chairman, Broadcasting Authority
of the Hong Kong
Special Administrative Region
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Appendix 2.1

Governance Structure under the Charter of RTHK:
Relevant Provisions in the Charter

Paragraph Provision

(a) RTHK’s public purposes and mission

4. RTHK’s public prposes

5. RTHK’s mission

(b) Editorial principles

7. RTHK’s editorial principles
(¢) RTHK
10. “RTHK is a government department under the policy purview and

housekeeping oversight of the CEBD. The department and its staff are
subject to all applicable government rules and regulations, including
those on financial control, human resources management' and
procurement matters. RTHK is also subject to monitoring mechanisms
applicable to government departments, including but not limited to those
relating to the Ombudsman, the Audit Commission and the Independent
Commission Against Corruption.”

(d) Secretary for Commerce and Economic Development

11. “The Secretary will provide the Director with policy guidance and
support as follows —

(a) defining the programme areas and agreeing the underlying
activities;

(b) reviewing policy aspects of each programme areas: the policy
aim, description, operational objectives, matters requiring special

attention over the next 12-month period, performance targets and
financial data;

(c) securing resources for the programme areas;

(d) setting performance targets, in consultation with the Director,
which will identify the efficiency and effectiveness of resources
deployed to the programme areas for achieving the public
purposes and mission set out in paragraphs 4 and 5 above and
assess whether value for money is achieved;

Human resources management includes appointment, termination of service, conduct and discipline,
training and development and other matters relating to the conditions of service of civil servants and
other staff of RTHK.
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Paragraph

Provision

(e)

®

(2

(h)

reviewing quarterly with the Director the achievement of these
targets and any resulting actions required,

reviewing annually, at a set time, the achievement of targets, using
this as a basis for developing objectives and targets for the next
12 months and for establishing resource allocation priorities set
out in sub-paragraph (g) below;

establishing priorities for the allocation of resources at an annual
review of each programme area and the aspects set out in sub-
paragraph (b) above; and

speaking for the Government on policy matters about RTHK.”

(e) Directo

r of Broadcasting

12.

“The Director will be responsible to the Secretary for —

(a)

(b)

(©)

(d)

(e)

®

(2

(h)

(@)

W)

managing the activities in each programme area on a day-to-day
basis;

establishing for each programme area all of the aspects set out in
paragraph 11 (b) above;

reviewing all of the aspects set out in paragraph 11 (b) above and
proposing changes as necessary in order to achieve the public
purposes and mission set out in paragraphs 4 and 5 above;

ensuring the provision and establishment of a cost-effective
organisation with appropriate staffing and other necessary
resources allocated for the efficient delivery of the public
purposes and mission set out in paragraphs 4 and 5 above;

ensuring the delivery of the performance targets as agreed with
the Secretary for each programme area or activity through
appropriate delegation as necessary;

reviewing quarterly with the Secretary progress in achieving these
targets and implementing any resulting actions required;

reviewing annually, at a set time, with the Secretary the
achievement of targets, and using this as a basis for developing
objectives and targets for the next 12 months;

improving in-house systems and structures that will maximise
value and effectiveness of available resources and ensuring
compliance with all applicable government rules and regulations;

putting in place an effective mechanism to comply with the
relevant codes of practice on programming standards issued by
the Communications Authority;

putting in place an effective mechanism to deal with public
complaints and setting up appropriate channels to receive public
views and comments; and
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Paragraph

Provision

(k) accounting for all matters relating to the operation and
management of RTHK.”

16.

“The Director, as the head of RTHK and the ex-officio member of the
Board, may seek advice of the Board on matters pertaining to editorial
principles, programming standards, quality of RTHK programming and
community participation in broadcasting, and should —

(a) give due weight and consideration to all advice provided by the
Board. The Director shall report and explain to the Board the
reasons for not following the advice of the Board; .

(b) submit performance evaluation reports to the Board and seek its
advice on related matters; and

(c) provide secretarial and other necessary support to the Board in
carrying out its functions set out in paragraph 13 above.”

(f) Board of Advisors

13.

“There shall be a broad-based Board of Advisors (the Board) to be
appointed by the Chief Executive to advise the Director on the services
of RTHK. The Board will have the following functions -

(a) advising the Director on all matters pertaining to editorial
principles, programming standards and quality of RTHK
programming;

(b) receiving reports on complaints against editorial principles,
programming standards and quality of RTHK programming;

(c) receiving reports of public opinion surveys regularly conducted
by RTHK to track how well RTHK programming meets up to
audience expectations;

(d) receiving reports on the performance evaluation of RTHK and the
department's compliance with performance evaluation indicators,
and advising the Director on the adoption of appropriate
performance evaluation indicators and ways to improve service
delivery;

(e) advising the Director on matters relating to community
participation in broadcasting on radio and television channels,
including advising on the rules for disbursement of the
Community Broadcasting Involvement Fund; and

(f) initiating studies and research on issues pertaining to the
achievement of the public purposes and mission of RTHK.

The Board will uphold the editorial principles set out in paragraph 7
above in exercising the above functions.”

14.

Composition of the Board of Advisors
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Paragraph Provision

15. “The Board shall maintain regular communication with the RTHK
management, but it will not be involved in the day-to-day operation or
staffing matters of RTHK, which are to be dealt with by the Director and
the RTHK management. The Board is advisory in nature. It has no
executive power. The ultimate editorial responsibility for RTHK rests
with the Director.”
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Appendix 3.1

Editorial Control and Compliance and Complaints Handling:
Relevant Provisions in the Charter of RTHK

Paragraph Provision

(a) Editorial control and compliance

5. “RTHK will provide to Hong Kong people editorially independent,
professional and high-quality radio, television and new media
services. ...”

6. “RTHK is editorially independent.”

7. “RTHK will adhere to the following editorial principles —

(a) be accurate and authoritative in the information that it disseminates;

(b) be impartial in the views it reflects, and even-handed with all those
who seek to express their views via the public service broadcasting
platform;

(¢) be immune from commercial, political and/or other influences; and

(d) uphold the highest professional standards of journalism.”

8. “The Director of Broadcasting (the Director) as the Editor-in-chief is
responsible for ensuring that a system of editorial control in accordance
with RTHK’s Producers’ Guidelines is in place to provide accurate,
impartial and objective news, public affairs and general programming
that inform, educate and entertain the public.”

9. “As the Editor-in-chief, the Director is responsible for making the final
editorial decisions in RTHK and is accountable for editorial decisions
taken by RTHK programme producers.”

12. “The Director will be responsible to the Secretary for —

(1) putting in place an effective mechanism to comply with the relevant
codes of practice on programming standards issued by the
Communications Authority (CA);

13. “There shall be a broad-based Board of Advisors (the Board) to be
appointed by the Chief Executive to advise the Director on the services
of RTHK. The Board will have the following functions —

(a) advising the Director on all matters pertaining to editorial principles,
programming standards and quality of RTHK programming;
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Paragraph

Provision

The Board will uphold the editorial principles set out in paragraph 7
above in exercising the above functions.”

15.

“The Board ... will not be involved in the day-to-day operation or staffing
matters of RTHK, which are to be dealt with by the Director and the
RTHK management. The Board is advisory in nature. It has no executive
power. The ultimate editorial responsibility for RTHK rests with the
Director.”

16.

“The Director, as the head of RTHK and the ex-officio member of the
Board, may seek advice of the Board on matters pertaining to editorial
principles, programming standards, quality of RTHK programming and
community participation in broadcasting, and should —

(a) give due weight and consideration to all advice provided by the
Board. The Director shall report and explain to the Board the reasons
for not following the advice of the Board;

(c) provide secretarial and other necessary support to the Board in
carrying out its functions set out in paragraph 13 above.”

18.

(a) programming objectives in relation to radio services

(b) programming objectives in relation to television services

(b) programming objectives in relation to new media services

22.

“RTHK should ensure that unless otherwise approved by the CA, all
television and radio programmes broadcast on its platform or supplied for
broadcasting by licensed broadcasters in Hong Kong should comply
with: —

(a) the relevant codes of practices issued by the CA to regulate the
standards of programmes broadcast by broadcasters holding licences
issued under the Broadcasting Ordinance or the
Telecommunications Ordinance; and

(b) any amendments to the codes of practice issued by the CA from time
to time.”

(b)

Com

plaints handling

12.

“The Director will be responsible to the Secretary for —

(j) putting in place an effective mechanism to deal with public
complaints and setting up appropriate channels to receive public
views and comments;

2
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Paragraph

Provision

13.

“... The Board will have the following functions —

(b) receiving reports on complaints against editorial principles,
programming standards and quality of RTHK programming;

23.

“The CA should investigate all complaints received by it, including
complaints lodged by the Television and Entertainment Licensing
Authority (TELA), against any programme broadcast on RTHK's
platform or supplied by RTHK for broadcasting by licensed broadcasters
in Hong Kong. ”

24.

“For the purpose of such investigation, the CA may require RTHK to
provide, free of charge, a true and authentic copy of the programme under
complaint. RTHK should comply with the requirement unless the notice
of the requirement reaches RTHK more than 90 days after the broadcast
of the programme. Where a programme has been broadcast more than
once, the 90 days will run from the date of the last broadcast.”

25.

“The CA may classify a complaint as trivial, frivolous, unjustified,
partially justified or justified provided that the two last mentioned
classifications may be made only —

(a) by the CA itself; and

(b) after the procedures in paragraphs 26 and 27 below have been
followed.”

26. and 27.

Procedures followed by the CA in processing complaints against any
programme broadcast on RTHK’s platform or supplied by RTHK for
broadcasting by licensed broadcasters in Hong Kong

28.

“The CA will decide on the classification of the complaint (namely,
whether it is unjustified, partially justified or justified), and may impose
appropriate sanctions on RTHK including an order to issue a public
apology and/or to make appropriate corrections.”

29.

“The CA and RTHK may individually release to the public, after a
complaint has been classified, the details of the complaint received by the
CA, the decision of the CA and RTHK's response.”
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Paragraph

Provision

30.

“Except where the contrary is stated expressly or by necessary
implication in this Charter, the CA may discharge any of its functions
stated in paragraphs 22 to 29 above through the Commissioner for
Television and Entertainment Licensing or his/her representative and
RTHK may do so through the Director or his/her representative.”

32.

“RTHK should devise, and regularly review, internal procedures to
handle public complaints against its operations and programming.”

36.

“The annual report should set out details on RTHK’s operation in the past
year, ... complaints handling, as well as related information and follow-
up action.”
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Appendix 3.2

Brief Description Provided by RTHK on
Radio and TV Programme Production Processes in RTHK

(a) Generic production workflow for radio programmes (except public and current
affairs programmes

MeepEstaneET

Plezzes (—f%) BiH BB SESEGIEERTERTETEN TR - HEEAE HO SR
HERAE © MEETE MEERE (—aR_8)EZSHRITTETRERE - 1K

fit (L& kEEsEE) M2 NEER - ioaZF e AR RSN EH
B RE -

PRAISEERTEISN - NG NIEET H E5: ARURERH ~ (GBI mrIseE « FEstEINA ]
THRIEVER S - Wh0 ~ BB SR N E -

A& EEeR (FFRETHEE) BRERER (SHRETHIE) RHEE HER - HE
(B EEAPHEEHEE) HSehBIERNVE R REE (UL RERHE) IR
BARRIE R E B A/ MERES (L) ~ ICEFERE (f] BEE.) RBUT
REEREEES) (RS 2025 ~ REBELRS....) WEE  IREFEFERINE » £
ek (REHIME) X TECHHEEMPEERZR (B5) @ BRAMFES
Flgx (PHERER (B5) BEXE  REEEHHEE (B5) T XaakR
(RETHE(L) ~ BEETERFEESH A (RETHEE) ~ AEEHHHEE (&
BiHEE) MRS ERE (FFRETH EERSHEH LML) - BBERTE > BHE
EHEER LREHEE N - Sl REE - RRIECFEE TR RERZA > #oK
fFIRIE RSB E -

HEl HAVRET ~ e RGEE

HEEH G REFERG & AHEE HEER - S mie HN S 2Pk > AiEEiE
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FORTER H AT > & REEIE REEESMIVGH TR E NECH - AFRER - FTgEE
HBHVETH g3 Lo s r4EEE -
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AT H VR E TR A SRR 2B - A RN B AR, - INE
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(b) Generic production workflow for TV and radio public and current affairs
programmes’

EEEBESAHLEGH HRERE
) 3Eh4

—RAER - B HAVAREDE ST E 2 - FEETEIREEATHETH - B
FELUMESLES -

L AR
2. AESFREST IR AR (L

T HSEENES ERER AN B GH LIF i -

ERERIIVEFEH - fEEREREESE > 0NN - SREER AT
F o ER(E R EEEE -

) —fE AR

BTHHFEREERE o ErHEES (B HBEET H LEEEHE
) KEH (SgETHIE) - DRERETH EE - g8 HE T 5 - (F&E
BHEEE ~ EFEETEAME - B EH R - SRR E RN E -

— BEHETHBYF : GiHGART > WEEEEEEERE LB RETHER > FRE
& EAREISE - VAR ERE - mE G EREETE R -

WNEEREEH  ERPRNGEEGRER=EE BRI REGHET  REZE

SE I FEIT (5 HER % -

Mgk - mEHEE RN RERREE - RHH LR RS
& - RESTTHEEE foRE LIFk @ BBmeiER -

— TR EBIE AR ESBETE R AT T AR E ) R
B UCRFAR AT B D) TSR 00 » TE ECRERIR » B s R S B 2
B e R G I -

WEsRHETH - 1 H BB H gk o b S SR Em A AT H NS - 2R
B (BT H EEEET H 250 T2 PR - g s - HE—Eg
B S N AR - 401 T R R B G S el AR B B A B e A ) - IR
BEEE R e R HR > g2 XEEEN BN > BRHEE S0
BUAREL(EET H EHFR A 1EL -

' According to RTHK, the workflow for other TV genres is similar to that for public and
current affairs programmes.
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Appendix 3.3
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Appendix 3.4

Practices Adopted by Other PSBs

ABC
Editorial Policies and Guidelines

l. The ABC’s content creation is guided by a range of editorial policies and
guidelines, including:

(a) Editorial Policies: They outline the principles and set the standards that govern
programme content. They include policies on “Independence, integrity and
responsibility”, “Accuracy”, “Corrections and clarifications”, “Impartiality and
diversity of perspectives”, etc. The policies apply to all content produced,
commissioned, acquired or otherwise obtained by the ABC for broadcast or

publication by the ABC on various platforms;

(b)  Editorial Guidance: These documents provide staff with practical advice on how
to meet the editorial standards. Subjects covered include, for example, “External
work and editorial conflicts™!, “Guidelines for personal use of social media”,
“Operating official ABC social media accounts”, and “Complaints handling”;
and

(¢) Code of Practice: The ABC has developed a formal code of practice on editorial
standards relating to its TV and radio programming for submission to the
Australian Communications and Media Authority.

2. The Editorial Policies, the Editorial Guidance documents and the Code of
Practice are reviewed and updated from time to time. The Editorial Director notifies all
ABC staff of any changes made, and all related editorial training materials are updated to
reflect such changes. These documents are also available on the ABC’s website for public
information.

3. For commissioned producers of TV programmes, a handbook is available to
provide further guidance from commissioning the project and understanding the editorial
standards, through to contracting, content delivery and marketing.

Editorial Process and Compliance
4. Mandatory referrals are required for specified situations, such as any proposals

that involve the use of secret recording, broadcasting material by deception or without
attribution information.

5. While ABC content makers regularly review their own work, the ABC also

In view of the editorial risk associated with any external work carried out by anyone editorially involved
in creating content for the ABC, detailed guidance is provided in this Guidance document on how to
assess the risk level arising from different situations to assist decision-making on whether such external
work is allowed.
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commissions reviews that are independent of the content makers to assess programme
quality and compliance with the ABC’s editorial standards. These reviews are carried
out by a range of internal and external reviewers, and may take the form of programme
reviews, content reviews, “air checks” of on-air staff and broader editorial discussions
about significant issues.

Handling of Editorial Complaints

6. The ABC has published its Complaint Handling Procedures on its website. A
distinction is drawn between editorial complaints and non-editorial complaints. An
editorial complaint is a written complaint about one or more specific items of ABC
content, alleging a breach of the ABC’s editorial standards and expressing dissatisfaction
about the programme content or service. In 2018, the ABC restructured the remit of the
Audience and Consumer Affairs team to focus on editorial complaints. Non-editorial
complaints are now handled by the Audience Planning team.

7. On complaints reporting, the ABC publishes on its website a quarterly summary
of editorial complaints finalised by the Audience and Consumer Affairs team. The report
outlines how complaints were handled, the timeliness of responses, the subject matter of
complaints, the number of complaints upheld and the number of complaints resolved. In
addition, summaries of the complaints upheld and summaries of those finalised as
resolved are also published. The ABC also reports on its complaints handling in its annual
report.

8. There is a Corrections and Clarifications webpage on the ABC website, which
brings together the corrections and clarifications made to ABC content across its radio,
TV and digital platforms, whether as a result of complaints or for any other reason. Where
possible, links to the original content are provided.

Editorial Training and Support

9. The ABC’s editorial training starts with an introductory online course,
supplemented by targeted face-to-face and virtual sessions, which enable staff to explore
how editorial standards apply to specific circumstances and contexts at the ABC. Online
training is also provided to independent producers that work with the ABC.

BBC

Editorial Policies and Guidelines

10. The BBC’s Editorial Guidelines, which apply to all content broadcast or
published by the BBC, set out the standards expected of everyone making or presenting
their content or output>. The Guidelines contain chapters which specify situations where
mandatory referral is required to ensure editorial compliance. The Editorial Guidelines
are supplemented by Guidance documents, which contain additional information on how

2 The BBC’s Editorial Guidelines and Guidance notes are available on the BBC website.
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the Guidelines can be applied and interpreted.

11. In addition to mandatory referrals, the Editorial Guidelines have stipulated
specific requirements: “... presenters, reporters and correspondents are the public face
and voice of the BBC... The audiences should not be able to tell from BBC output the
personal opinions of their journalists or news and current affairs presenters on matters
of public policy, political or industrial controversy, or on controversial subjects in any
other area... may not express personal views on such matters publicly, including in any
BBC-branded output or on personal blogs and social media”

Editorial Process and Compliance

12. For BBC, the Director-General is the BBC’s Editor-in-chief. The BBC has an
Editorial Policy team, led by a Director, to give advice on how to work within the Editorial
Guidelines. The BBC’s Editorial Guidelines highlight that mandatory referrals is an
essential part of the editorial management process to ensure compliance and must be
observed. It also has a Programme Legal Advice Department that gives pre-transmission
advice on the main content-related issues. Individual content producers may refer issues
to more senior editorial figures, the Editorial Policy team or specialists such as lawyers
or safety experts for advice in the production process.

13. The BBC’s compliance obligations require that all content that is not live is
reviewed by two people before broadcast or publication, and the result of that review
recorded and kept. Legal advice may be sought as necessary. A Guidance document on
live output is available to assist the production team. All programmes commissioned by
the BBC (including online and interactive elements) from independent producers are
contractually required to comply with all relevant BBC guidelines and published
compliance procedures.

Handling of Editorial Complaints

14. The BBC has published its approach and procedures for processing different
types of complaints®. Editorial complaints (i.e. complaints which suggest that a particular
item broadcast or published on the BBC’s services has fallen below the standards
expressed in the BBC’s Editorial Guidelines) are handled separately from the other types
of complaints.

15. The BBC publishes on its website a fortnightly report on upheld, partly upheld
and resolved findings, including the action taken on upheld and partially upheld findings.
The BBC also publishes responses to significant complaints. In addition, there is a
dedicated webpage on apologies, significant corrections, statements and responses. The
BBC also reports on its performance in complaints handling in its annual report.

3 See “BBC Complaints Framework and Procedures” at the BBC website.
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Editorial Training and Support

16. The BBC Academy provides training courses on editorial and journalistic
subjects to ensure that all those who work for the BBC are familiar with the Editorial
Guidelines and aware of their responsibilities in applying them. Freelancers, independent
workers/producers, on-air talent, artists, contributors, etc. are required to complete
mandatory training and other training required for their roles. Consultation support is
available from the Editorial Policy team, in-house lawyers and compliance managers.

CBC

Editorial Policies and Guidelines

17. The CBC has issued the following policies and documents to ensure that the
contents it creates uphold a high professional standard:

(a) Corporate Policies: They include the CBC’s Code of Conduct and a number of
policies which outline the values, ethical principles and expected behaviours for
all CBC employees, individuals or companies who have contracted with the
CBC (such as the policy on conflicts of interest);

(b) Journalistic Standards and Practices (JSP): They apply to all information
programming of the CBC. All CBC employees involved in the creation of such
content as well as non-CBC staff hired or contracted to help in the production of
such content are obliged to abide by these standards and practices; and

(c) Programming Policies: These polices seek to ensure that the CBC’s general-
interest programming meets recognised standards. They cover topics such as

“Good Taste”, “Violence in Programming”, “Opinions on Controversial Matters
Expressed on Entertainment Programs”, and “Program Research”.

18. For commissioned programmes, the CBC has published a number of handbooks
to provide guidance to independent producers on various aspects of programme
production, including editorial standards, applicable code of conduct, social media
activity guidelines, etc.

19. The CBC’s Values and Ethics Commissioner is responsible for overseeing CBC
employees’ compliance with the code of conduct and related policies, such as conflicts
of interest and outside activities. The Commissioner is the point of contact for employees
to seek advice on compliance with the code of conduct or to file a complaint.

Editorial Process and Compliance

20. CBC employees and managers making editorial decisions are accountable for
their decisions. Senior editorial management should be consulted if there is any doubt or
if the decision could affect the CBC’s credibility, independence or reputation as a
provider of high-quality information. The JSP set out occasions when specified matters
must be referred to a specific level of management. Questions of a legal nature may be
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referred to the CBC’s Law Department for advice.

21. There is a dedicated section on live reporting in the JSP. The CBC undertakes
to act responsibly to give people information that has reasonably been verified, and to
stay away from rumour and speculation.

22. The CBC Ombudsman, who reports directly to the President and CEO of the
CBC, is responsible for evaluating compliance with the JSP for all radio, TV and digital
content under its jurisdiction, and may be assisted by independent advice panels in this
regard. The evaluation assesses content over a period of time or the overall coverage of
a particular issue by many programmes. The CBC Ombudsman advises the CBC
management and relevant production teams of the findings.

Handling of Editorial Complaints

23. The CBC Ombudsman, who is independent of programming staff and
programming management, handles appeals if complainants are dissatisfied with the
responses from the information or program management. The CBC Ombudsman
determines whether the journalistic process or the broadcast involved in the complaint
violated the JSP and publishes the findings. In addition, the CBC Ombudsman advises
the CBC management and journalists of major public concerns as gleaned from
complaints received. The CBC Ombudsman may also, with the agreement of the CBC
management, carry out periodic studies on the overall coverage of specific issues.

24. Complaints that do not engage the JSP are forwarded to the relevant
programming departments or the Audience Relations team for processing.

25. When significant errors occurred, the CBC will correct/clarify them. The form
and timing of a correction or clarification will be decided by a senior newsroom or
program manager. Complaints handling is reported in the CBC Ombudsman’s annual
report.

Editorial Training and Support

26. The CBC identified “Reputation and brand management” as one of the key risk
areas in its 2019-20 Annual Report as negative public perceptions, if unaddressed, could
undermine its credibility and public support. Actions taken to mitigate the risks include
seeking always to act in a responsible and accountable manner, mandatory training for
staff on topics such as ethics and unconscious bias, etc.
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Appendix 4.1

Performance Measurement and Evaluation:
Relevant Provisions in the Charter of RTHK

Paragraph

Provision

(a) Objecti

ves

4. RTHK’s public purposes
5. RTHK’s mission
17.-20. | RTHK’s programming objectives

(b) Performance measurement and evaluation

1.

“The Secretary will provide the Director with policy guidance and
support as follows —

(b)

(d)

(e)
®

2

reviewing policy aspects of each programme areas: the policy
aim, description, operational objectives, matters requiring special
attention over the next 12-month period, performance targets and
financial data;

setting performance targets, in consultation with the Director,
which will identify the efficiency and effectiveness of resources
deployed to the programme areas for achieving the public
purposes and mission set out in paragraphs 4 and 5 above and
assess whether value for money is achieved;

reviewing quarterly with the Director the achievement of these
targets and any resulting actions required;

reviewing annually, at a set time, the achievement of targets,
using this as a basis for developing objectives and targets for the
next 12 months and for establishing resource allocation priorities
set out in sub-paragraph (g) below;

12.

“The Director will be responsible to the Secretary for —

(b)
(c)

®

establishing for each programme area all of the aspects set out in
paragraph 11(b) above;

reviewing all of the aspects set out in paragraph 11(b) above and
proposing changes as necessary in order to achieve the public
purposes and mission set out in paragraphs 4 and 5 above;

ensuring the delivery of the performance targets as agreed with
the Secretary for each programme area or activity through
appropriate delegation as necessary;

reviewing quarterly with the Secretary progress in achieving these
targets and implementing any resulting actions required;
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Paragraph

Provision

(g) reviewing annually, at a set time, with the Secretary the
achievement of targets, and using this as a basis for developing
objectives and targets for the next 12 months;

33.

“In order to provide a basis for public scrutiny of the extent to which
RTHK delivers its public service mission and returns value for the public
money it expends, RTHK should set clear targets, develop measurable
performance evaluation indicators and conduct regular assessments.”

(c¢) Performance reporting

13.

“The Board will have the following functions —

(c) receiving reports of public opinion surveys regularly conducted
by RTHK to track how well RTHK programming meets up to
audience expectations;

(d) receiving reports on the performance evaluation of RTHK and the
department’s compliance with performance evaluation indicators,
and advising the Director on the adoption of appropriate
performance evaluation indicators and ways to improve service
delivery;

2

16.

“The Director ... should —

(b) submit performance evaluation reports to the Board and seek its
advice on related matters;

2

31.

“RTHK should prepare an annual plan in consultation with the Board and
the Secretary. The annual planning process will include a public
engagement exercise to solicit views from the community with a view to
enhancing transparency and accountability.”

34.

“RTHK should issue performance pledges and compile performance
evaluation reports on a regular basis.”

35.

“For the sake of transparency, RTHK should produce an annual report
for public inspection no later than six months after the conclusion of the
year reported on.”

36.

“The annual report should set out details on RTHK’s operation in the past
year, its performance pledges, the extent to which it has met its public
purposes and mission, programming objectives, developments in its
modes of service delivery and programming directions, achievements in
performance evaluation, compliance in the areas of corporate governance
and accountability, complaints handling, as well as related information
and follow-up action.”
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Appendix 4.3

Practices Adopted by Other PSBs

ABC

1.
purpose and obligations under the ABC Charter. The published strategy provides a
decision-making framework based on key pillars of business objectives to channel the
corporation’s efforts. For example, the ABC’s corporate plan for 2019-20 covering the
period up to 2022-23 identifies four pillars (namely, Pillar 1: distinctive content for all
Australians; Pillar 2: outstanding audience experiences; Pillar 3: reaching and
engaging more people; and Pillar 4: building a great place to work)!. Performance
targets/indicators are set for each pillar. The performance results for the subject year, as
well as tracked performance over time, are presented in the ABC’s Annual Performance
Statement? submitted to the Australian Parliament. Pillar 1 and the relevant performance
measures are shown in Exhibit 1 for illustration. The Annual Performance Statement is
also published in the ABC’s annual report.

The ABC formulates corporate plans to articulate its strategy for delivering its

Exhibit 1 The ABC: performance measurement for pillar one under the 2019-20
corporate plan

Pillar 1: Distinctive Content for All Australians

Performance targets/indicators:

1.

Distinctiveness of ABC’s programmes — unique market position: target set to measure the
level of audience recognition (target for 2019-20: 82%; result: 84%)

Quality of ABC'’s programmes — unique market position: target set to measure the level of
audience recognition (target for 2019-20: 80%; result: 88%)

Supporting Australian music: target set to measure the level of audience recognition
(target for 2019-20: 72%; result: 70%)

Editorial quality: (target for 2019-20: “reviews undertaken and reports considered”;
result: set out the reviews commissioned/conducted by the ABC and the reports
considered)

Editorial complaints management: (target for 2019-20: “complaints investigated and
outcome reported”; result: set out the outcome of investigated complaint issues in terms
of number and % of complaint issues “upheld”/ “resolved”/ “not upheld”)

Source: ABC Annual Report 2020

2.

Apart from the Annual Performance Statement, the ABC Annual Report 2020

In June 2020, the ABC announced a new five-year plan covering the period up to 2025 with five pillars,
namely, Pillar 1: reflect contemporary Australia; Pillar 2: build a lifelong relationship with Australians;
Pillar 3: continue to earn the trust that audiences place in the ABC, safeguarding ABC independence
and integrity; Pillar 4: provide entertaining, culturally significant, and on-demand content; and Pillar 5:
make sustainable choices in allocating resources. The ABC’s performance against the five-year plan
will be tracked using several KPIs to show the effectiveness of the underlying strategy over time.

As required under paragraph 39(1)(a) of the Public Governance, Performance and Accountability
Act 2013.
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also presents the following performance results:

(a) the level of community satisfaction regarding the ABC’s fulfilment of its Charter
obligations based on data obtained from the ABC Corporate Tracking
programme? (see Exhibit 2); and

(b) audience reach results for ABC content delivered on different
channels/platforms (such as radio services, TV services, news and current affairs
services, international services and digital services), based on a variety of data
sources (e.g. surveys conducted/commissioned by the ABC, analytics data
obtained from search engines and third party social media platforms).

Exhibit 2 Meeting the ABC’s Charter obligations

national identity

community

3. % of people who consider the ABC:
» encourages and promotes Australian performing arts such as music and drama
» provides programs of an educational nature

4. % of people who perceive the ABC to be innovative

1. % of people who regard the ABC to be Australian and contributing to Australia’s

2. % of people who believe the ABC reflects the cultural diversity of the Australian

» achieves a good balance between programs of wide appeal and specialised interest

Source: ABC Annual Report 2020
BBC

3. The BBC presents in the annual report detailed information on various aspects
of its performance, including performance in respect of each of the five public purposes
stipulated in the Royal Charter. Broadly speaking, performance evaluation information
is provided by description in narrative form of how the BBC’s programmes have met its
obligations under the Royal Charter, supported by quantitative and qualitative
performance results obtained from a variety of in-house/external audience surveys and
other analytics reports; and performance results in terms of compliance with the
regulatory conditions, annual plan commitments and the BBC’s general duties
under the Royal Charter?, etc.

4. The Office of Communications (Ofcom) in the UK, the regulator of the BBC,
has also developed a performance measurement framework for evaluating the BBC’s
performance in fulfilling its obligations under the Royal Charter and delivering its
strategies and creative remit.

The ABC Corporate Tracking programme comprises surveys that are conducted nationally three times
a year among a nationally representative sample of people aged 18-75, via an online methodology.

4 The Royal Charter stipulates a number of general duties that apply to the BBC, such as acting in the
public interest, engagement with the public, market impact, openness, transparency and accountability.
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5. An illustration of the performance dimensions used by Ofcom for monitoring the
BBC’s achievement of one of its public purposes is shown in Exhibit 3.

Exhibit 3 Performance measurement framework used by Ofcom for evaluating the
BBC’s performance

In assessing achievement of public purpose 1: “to provide impartial news and information
to help people understand and engage with the world around them”, Ofcom uses the
following framework to monitor the BBC’s performance progress:
Performance
dimensions

Measures

Availability | Hours of programming available on the BBC.
* Covers all BBC TV and radio services and BBC Three.
* Focus on first-run UK originated content.

Spend on output across BBC TV, radio and online services

Consumption | Reach of, and time spent on, news and current affairs output across the
BBC.

Impact Audience attitudes to the BBC’s delivery of news, including the
importance of impartial news and information.

Audience attitudes to BBC delivery within the wider market context of
news consumption.

Source: Ofcom (2017), Holding the BBC to account for Delivering for Audiences: Performance
Measures

6. Exhibits 4 illustrates how the BBC designs survey questions to gauge both
qualitative and quantitative data from survey participants.

Exhibit 4 Design of survey questions

Questions to gauge audience’s views on the BBC’s delivery of its public purposes:

Of all the media providers (including BBC, ITV, Sky, Google, YouTube, etc.), which one
does the most to/has the most:

Help people in the UK understand and engage with the world around them
Help people in the UK learn new things

High quality content and services for people in the UK

Creative content and services for people in the UK

Distinctive content and services for people in the UK

Content and services relevant to people in the UK

Reflect life in different parts of the UK

Reflect the UK around the world

oA hE W~

Source: BBC Group Annual Report and Accounts 2019/20
CBC
7. In its corporate plan for the period from 2019 to 2024, the CBC identifies five

strategic priorities, the achievement of which is measured by a set of strategic and
operational KPIs (see Exhibit 5).
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Exhibit 5 The CBC/Radio-Canada’s strategic and operational KPIs

Strategic KPIs for the CBC/Radio-Canada

Indicator Measurement Target

Strategic priority 1: Customised digital services

1. Digital reach of CBC/Radio- Monthly average unique visitors 20.4 million

Canada
2. Digital engagement with Monthly average minutes per 45 min/visitor
CBC/Radio-Canada visitor

Strategic priority 2: Engaging with young audience

3. Digital visits to CBC/Radio- Monthly average visits 1.4 million
Canada kids content

Strategic priority 3: Prioritising our local connections

4. Digital engagement with CBC | Monthly average minutes per 27 min/visitor

news/regions visitor
Indicator Measurement Target

5. Digital engagement with Monthly average minutes per | 12 min/visitor
Radio-Canada info/regions visitor

Strategic priority 4: Reflecting contemporary Canada

6. Employment equity % of CBC/Radio-Canada new 30.2%
representation hires

Strategic priority 5: Taking Canada to the world

(to be measured via internal KPIs) ‘

Operational KPIs for the CBC

Indicator Measurement Target

Strategic priority 1: Customised digital services

Digital reach of CBC Monthly average unique visitors 17.4 million
Digital engagement Monthly average minutes per 37 min/visitor
visitor

Strategic priority 2: Engaging with young audience

Digital visits to kids content Monthly average visits 1.2 million
Strategic priority 3: Prioritising our local connections

Digital engagement with CBC Monthly average minutes per 27 min/visitor
news/regions visitor

Strategic priority 4: Reflecting contemporary Canada

Employment equity representation | % of CBC/Radio-Canada new 39.2%
hires

Television and Radio

CBC Television Prime-time audience share 5.3%

CBC News Network All-day audience share 1.4%
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CBC Radio One and CBC Music

All-day audience share in the 5-
PPM markets

13.1%

CBC Radio One and CBC Music

Monthly average national reach

12.3 million

Revenue

Total revenue

Conventional, discretionary,
online

C$210 million

Source: CBC/Radio-Canada Corporate Plan Summary — 2019-2020 to 2023-2024
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Appendix 5.1

RTHK: Vision, Mission and Values Statement

Vision

e To be a leading public broadcaster in the new media environment

Mission

e To inform, educate and entertain our audiences through multi-media programming

e To provide timely, impartial coverage of local and global events and issues

e To deliver programming which contributes to the openness and cultural diversity of
Hong Kong

e To provide a platform for free and unfettered expression of views

e To serve a broad spectrum of audiences and cater to the needs of minority interest
groups

Values

Editorial Independence
Impartiality

Serving the Public
Competitiveness
Quality Production
Development of Talent
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Appendix 6.1

Major Recurrent Expenditure Items under Head 160 —- RTHK in 2019-20

Description ($ Million)

Workforce-related costs [including civil servants, contract 644.8
staff (viz. NCSC staff, NCSC staff (Programme) and PRSC
staff), T-contract staff, Cat. II service providers and hire of
temporary manpower under various service contracts]

Service provision under the Broadcast Services Contracts! 95.9
Transmission facilities 48.8
Hire of support services for programme production 20.7
Commissioning of TV programmes 10.9
Royalties 12.4

Note: The above has not taken into account the expenditure under the Community
Involvement Broadcasting Service (CIBS). Until 2019-20, such expenses were charged to
Subhead 700 General non-recurrent account, which is subsumed under Subhead 000
Operational expenses with effect from 2020-21. The provision for CIBS in 2020-21 is $10
million.

Source: RTHK

Services under the Broadcast Services Contracts consist of transmission networks, technical
operations and maintenance, production operations and outside broadcast video production operations.

These include: Analogue TV Transmission Services, accommodation services for RTHK’s DTT and
FM broadcasting equipment at hilltop sites, etc.
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ABC
APO

Audit Report No. 71

B/D
BBC
CA
CBC
CC&SU
CEDB
Charter, the
CIBS
CPO
CSB
DAU

DCS Cat. I staff
DCS Cat. III staff

DITP
DITSC
DSL
DTT
ETV
FRU
FSTB
GFMIS
GLD
H/CC&S
ICAC
ICT
ISSS

IT
ITMU
JSP

KPI
LegCo
NCSC
NCSCS(P)
NMS&S
Ofcom
OGCIO

ABBREVIATIONS

Australian Broadcasting Corporation

Assistant Programme Officer

Director of Audit’s Report No. 71
Bureau/Department

British Broadcasting Corporation
Communications Authority

Canadian Broadcasting Corporation

Corporate Communications and Standards Unit
Commerce and Economic Development Bureau
Charter of Radio Television Hong Kong
Community Involvement Broadcasting Service
Chief Programme Officer

Civil Service Bureau

Departmental Administration Unit
Departmental Contract Staff Category I Staff
Departmental Contract Staff Category III Staff
Departmental IT Plan

Departmental IT Steering Committee
Departmental Suppliers List

Digital Terrestrial Television

Education Television

Finance and Resources Unit

Financial Services and the Treasury Bureau

Government Financial Management Information System

Government Logistics Department
Head/Corporate Communications and Standards
Independent Commission Against Corruption
Information, Communication and Technology
Information Systems Strategy Study
Information Technology

IT Management Unit

Journalistic Standards and Practices

Key Performance Indicator

Legislative Council

Non-Civil Service Contract

NCSC Staff (Programme)

New Media Synergy and Support

The Office of Communications

Office of the Government Chief Information Officer



PA Programme Assistant

PO Programme Officer

PPO Principal Programme Officer

PRSC Post-Retirement Service Contract
PSB Public Service Broadcaster

PSD Production Services Division

R&CP Radio and Corporate Programming
RAS Radio Audience Survey

RCMS Resource and Cost Management System
RTHK Radio Television Hong Kong

SoA Standing Offer Agreement

SPO Senior Programme Officer

SPRs Stores and Procurement Regulations
SRU Systems Review Unit

TV Television

TV&CB Television and Corporate Businesses

TVAI Television Programme Appreciation Index



