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From the Chairman 
The BBC is a firmly established part of our culture. It has a timeless mission – to inform, 
educate and entertain. It retains strong support from the great majority of licence fee 
payers. But like any public institution it needs to change and evolve.  

That’s why in July 2009 we launched a review of the BBC’s overall strategy. We were 
concerned that there was more to do in reshaping the BBC in licence fee payers’ interests 
and focusing it on its core mission. We also had an eye on the next licence fee settlement, 
which we expected to be tough irrespective of the complexion of the Government.  

The Director-General responded to our challenge with a set of priorities for the future 
which ‘Put Quality First’: through setting clear editorial priorities and ensuring that the 
BBC focused investment in programme content, while seeking to drive down the costs of 
overheads and delivery.   

The Trust tested the Director-General’s proposals with the public and industry. We found 
there was widespread support and affection for the BBC. But there was also a strong 
sense that the BBC should strive to do better in areas that were already Trust priorities – 
serving all audiences, concentrating on distinctive output and better value for money.   

Three messages were particularly resonant. First, that the size of the BBC isn’t an 
overriding issue for audiences. Second, that a focus on genuinely distinctive content 
delivers both for audiences – who get the type of programmes they want – and industry, 
who don’t want the BBC to encroach unduly on their territory. And third, that the BBC 
must be more open and co-operative with both the public and private sectors.  

We published initial conclusions in July. Since then, our main focus has been on how the 
BBC should reach audiences as platforms proliferate. And we have considered how the 
Trust can effectively measure whether the BBC is delivering on this strategy.  

The conclusions in this document chart a clear and principled way forward – all the more 
important in testing times. In September the Trust took the unprecedented step of 
offering a licence fee freeze for two years in acknowledgement of the tough times licence 
fee payers face. Somewhat unexpectedly we have since then agreed an entirely new 
licence fee settlement with the Government, strengthened in the negotiations by our work 
on the Strategy Review and public discussion around it. The settlement now gives licence 
fee payers a frozen fee through to 2017 – something I am confident most households will 
welcome – and gives the BBC security of funding, but at a reduced level and with 
additional responsibilities including for the World Service and S4C. 

We now begin the challenging task of delivering against this tough new settlement. Even 
with the most energetic approach to efficiency, there will still need to be further reshaping 
of the BBC’s services and boundaries. The strategy we publish today has four clear 
objectives that establish a firm foundation for this work. And we will continue to consult 
the public as we implement it. 

This strategy will result in a more focused BBC with more distinctive programmes, better 
value for money and clearer boundaries; a BBC which continues to do its job of defending 
and enriching the public space on which a modern democratic society depends, while 
contributing to the economic strength of British broadcasting and the communications 
industry. A BBC that above all else focuses resolutely on its public service mission. 
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From the Director-General 
The first question to ask when looking at the BBC and its strategy is: what is the BBC for? 
It is from that answer that the answer to every other question flows - editorial priorities, 
size and scope, services and activities. 

Putting Quality First answered that question. The BBC’s mission is to inform, educate and 
entertain audiences with programmes and services of high quality, originality and value. It 
is a mission that matters today as much as any time in the BBC’s history. In uncertain 
times, the British public want the BBC to remain central to their lives and the life of the 
whole UK - accurate, impartial, creative, original, passionate about what it does. Every 
day, they join the BBC in that mission by switching on, or switching over to it some 175 
million times across TV, radio and the web. Their opinion of the BBC is rising, with scores 
for quality, cultural impact and general impression of the BBC, for instance, significantly 
higher than a few years ago. 

The proposals I presented to the Trust in March 2010 were designed to make sure the 
BBC can continue to play this central role in British cultural and democratic life.  

Firstly, at the heart of Putting Quality First was the rededication of the BBC as an 
organisation unswervingly devoted to that mission of informing, educating and 
entertaining through the highest quality programmes and services. We promised to spend 
more of the licence fee on the task of commissioning and making great content and 
getting it to the public. And we proposed to make a further significant shift towards 
distinctiveness, spending more of the licence fee on output which, without the BBC, would 
not get made at all. We set five editorial priorities for the next six years - to deliver the 
best journalism in the world; outstanding content for children; ambitious original UK 
drama and comedy; inspiring output in knowledge, music and the arts; and to remain 
dedicated to those events that bring communities and the nation together.  

Secondly, Putting Quality First also made it clear that the rate of change inside the BBC 
would need to accelerate. The Trust has challenged us to go faster and deeper than our 
first proposals and in the last year we have made significant progress in reducing talent 
costs, cutting senior management pay and numbers and making the BBC’s operations 
more simple, open and transparent. These changes are only the start, and I believe the 
internal transformation of the BBC will be a key theme for us over the period covered by 
this strategy. 

The new licence fee settlement now gives us six years to focus on these two aims of 
quality and organisational change. But the settlement also secures and reinforces the 
BBC’s independence, with six years of financial certainty and a guarantee that the 
Government will not intervene in that period over the scale and scope of the BBC’s 
services. 

The BBC today operates in a world of extraordinary media choice and competition. But its 
basic proposition - of a broadly based independent public broadcaster funded by all and 
accountable to the public, with a mission to inform, educate and entertain everyone with 
services that are free at the point of use - has proven both adaptable and resilient. The 
strategy originally set out by the Executive in March was designed to secure that mission 
for the future. It has since been refined and strengthened by the Trust’s consultation and 
scrutiny. I am confident that it is the right strategy to guide us in the challenges and 
opportunities that lie ahead. 
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Summary 
The BBC’s mission is to inform, educate and entertain 
The Royal Charter states that the BBC must inform, educate and entertain and to do so by 
fulfilling the six public purposes that have been set for it by the Government. That mission 
is unchanging, but the strategy for fulfilling it needs to evolve over time.   

 

The BBC’s strategy is set out here 
The BBC is a public service. It needs to distinguish itself from the rest of the market and 
hold the trust of the people who pay for it. 

This is a strategy for accelerating the pace of changes in BBC culture and behaviour that 
are already under way. It means a focus on four objectives for the BBC in the rest of 
this Charter period, to: 

• Increase the distinctiveness and quality of its output 

• Improve the value for money it provides to licence fee payers 

• Set new standards of openness and transparency 

• Do more to serve all audiences 

December 2010 3
 



The BBC’s Strategy / Putting Quality First 
 

Vision 
There is great benefit to all of us in a strong BBC, both now and in the future.   

There is personal benefit to each of us in terms of the programmes and services we love 
and enjoy. There is tangible economic benefit to the creative economy – now estimated at 
some £7.7 billion. But there is also a wider benefit to society that is not so easy to 
measure. The BBC creates and fosters a trusted public space for civic debate and for 
cultural enterprise. That public space might otherwise be under threat in a world where 
media market power seems to be concentrating in fewer hands at the same time as 
audiences become ever more individual and more fragmented, with ever-increasing 
choices about where to go and what to watch.  

More immediately, the BBC has clear obligations to licence fee payers to spend their 
money wisely and to focus on creating outstanding content they cannot find elsewhere. 
The BBC is a public service. It needs to distinguish itself from the rest of the market and 
hold the trust of the people who pay for it.   

This strategy identifies the concrete steps that the BBC will take to that end between now 
and the end of the current Charter in 2016. It consists of four objectives, explained in 
more detail on the pages that follow. 

• Increase the distinctiveness and quality of its output – all programmes 

should aim to have a recognisable, distinct BBC quality 

• Improve the value for money it provides to licence fee payers – 

increased efficiency along with increased investment in high-quality output 

• Set new standards of openness and transparency – so that the public 

and the market both understand how the BBC spends its money, how it is 

performing and what it plans to do next 

• Do more to serve all audiences – getting the BBC’s services to the whole 

population; ensuring there is something for everyone; representing the whole 

of the UK in its output 

We will assess progress against these objectives from now on using a range of different 
measures – some hard numbers and some more complex judgements. Many measures 
will be focused on the reactions of audiences, who must always be our main concern. 
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The BBC should increase the distinctiveness and 
quality of its output 
Audiences continue to score most BBC services very highly on quality but the BBC should 
continue to aim higher. The public also understand that the nature of BBC funding should 
allow it to take greater risks, and they have greater expectations of the BBC in terms of 
the distinctive content they feel it should offer. Trust service reviews have defined 
increased distinctiveness as a central requirement for BBC Online, for Radio 1 and Radio 2 
and for BBC television channels. Given its public funding, the BBC needs to do more than 
any other broadcaster to make its output innovative and different to what is available 
elsewhere.   

 
This means 
Every BBC programme (or piece of online content) should have a distinctive BBC quality, 
displaying at least one of the following: 

• high editorial standards 

• creative and editorial ambition 

• range and depth 

• UK-focused content and indigenous talent 

Every BBC UK service should score consistently highly against all four of these values. 

By this definition, distinctiveness is not about limiting market impact. We do not expect 
the BBC to focus exclusively on areas of market failure. But distinctiveness can be even 
more important in areas where there is a greater range of commercial competition. 

The BBC should also aim to increase the quality of output in the Director-General’s five 
priority areas of: 

• journalism 

• knowledge, music and culture 

• UK drama and comedy 

• children’s 

• events that bring communities and the nation together 

 

The BBC will now 
Make BBC One and BBC Two more distinctive, both in peak time and in daytime output. 

Increase the distinctiveness of other services that operate in markets where there is a 
broad range of commercial provision, particularly BBC Online, Radio 1 and Radio 2. 

Pursue a new strategy for BBC Online where BBC activity in individual online markets is 
clearly defined and justified in terms of its distinctiveness and its focus on the BBC’s 
public purposes. 
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Ensure that all programme and content commissioners, in day-to-day decision-making, 
seek out distinctiveness not just potential popularity. 

 
How the Trust will measure progress 
We will track audience perceptions of ‘creative and editorial ambition’ – this fits most 
closely with the current gap in where the public think we are delivering the BBC’s public 
purposes. 

We will want to see signs of improvement in audience perceptions of the distinctiveness of 
BBC One and BBC Two by the end of 2011 and will consider at that point whether we 
need to ask for further action from BBC management to address audience concerns.  

We will track quality measures, such as AIs (Appreciation Index scores) for BBC services 
as part of our regular performance monitoring work and we will report publicly each year 
on BBC performance in this area. For BBC Online, we expect to see an increase in quality 
scores, and improvement or closure of the sites that are not meeting audience 
expectations for quality.  

We will give measures of quality stronger emphasis within the BBC’s established 
performance assessment framework – Quality/Reach/Impact/Value for Money (QRIV). 

We have asked BBC management to provide a more regular flow of public information on 
the quality and distinctiveness of programming, to complement the day-by-day 
information on audience reach and share that sits in the public domain via industry 
surveys BARB and RAJAR. The BBC will now provide quarterly reports of the performance 
of each of its services in terms of AIs and other measures of quality and distinctiveness, 
alongside figures for weekly reach. We believe this will create an additional incentive for 
BBC staff to put quality first.  
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The BBC should improve the value for money it 
provides to licence fee payers 
58% of the population consider the licence fee to be good value for money, but audience 
research also shows a consistent level of concern about whether the most effective use is 
being made of the licence fee, with concerns focusing on talent costs and top 
management pay and expenses in particular. The BBC has made impressive progress on 
efficiency in the current licence fee period, and has taken steps to reduce talent and 
management pay. But it can do more to demonstrate that improvement, while the new 
licence fee settlement will require it to go further. 

 

This means 
An efficiency programme that maintains the pressure of external scrutiny over the way 
the BBC runs itself and finds savings and efficiencies. 

A commitment to increase relative investment in content while reducing overheads – 
particularly in areas that we know are of most concern to licence fee payers. 

 

The BBC will now 
Deliver on its current efficiency target, releasing almost £2bn worth of investment by April 
2013 through 3% year-on-year savings. 

Absorb the impact of the Trust’s proposal to freeze the licence fee for 2011/12 and 
2012/13, requiring further short-term savings worth around £140m over two years. 

Run a new financial review to re-examine the whole BBC cost base and deliver the longer-
term savings required by the new licence fee settlement between 2013/14 and 2016/17. 
(The Trust will appoint its own advisers to interrogate this work). 

Pass to the National Audit Office (NAO) the right to take decisions about which areas of 
BBC spending to investigate through its programme of value for money studies. 

Complete a 25% reduction in the senior management pay bill with an 18% reduction in 
numbers of senior managers by December 2011, from a baseline at 1 August 2009. 

Increase the share of the BBC’s public service budget that is invested in creating content. 

Reduce the proportion of the public service budget classified as ‘overheads’ to under 10% 
from 2013/14. 

 

How the Trust will measure progress 
We will publish a summary BBC budget at the start of each year in sufficient detail to 
show how money is being allocated across the organisation. 

Delivery against the current efficiency target will continue to be verified by the BBC’s 
external auditors, KPMG, and will be considered by the NAO in a value for money study in 
2011. 

December 2010 7
 



The BBC’s Strategy / Putting Quality First 
 

The BBC needs to do further work, once the impact of new funding obligations such as 
the World Service and S4C is clear, to establish accurate and consistent definitions of 
content spend and overheads and to set baselines for the purposes of future 
measurement. 

Progress made on overhead reductions will be reported in the BBC’s Annual Report. 

KPMG will verify the specific reductions required in senior management numbers and 
costs. 

The BBC will also continue to track and report progress in reducing overall spend on talent 
costs, with particular emphasis on the highest paid.  

Proposals for future efficiencies will be scrutinised by the Trust’s own external advisers.  

We will continue to test licence fee payers’ perceptions of value for money using the 
measures on our established audience surveys. 
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The BBC should set new standards of openness and 
transparency 
The BBC straddles public and private sectors. Public funding requires it to be as 
transparent as possible, but commercial realities will always impose some limits on that. 
Licence fee payers have clear concerns about the way the BBC spends their money in 
particular areas, including talent and senior pay. Commercial media companies are 
concerned that the BBC is not always as open as it could be about patterns of future 
investment, boundaries and partnership opportunities. The BBC needs to respond. A key 
test of the success of this strategy will be whether it can be shown to be working through 
a much wider pattern of public disclosure and reporting. 

 

This means 
A more transparent organisation, explaining publicly how and where money is spent, what 
progress is being made against this strategy and what future plans exist for new 
investment and activity. 

A BBC that works more openly with the market, trailing significant new investments, 
communicating directly with others in the industry, identifying and setting clear 
boundaries around ‘no-go’ areas where there are particular sensitivities, building a range 
of partnerships with a bias towards non-exclusive arrangements. 

A BBC Trust that involves the wider media industry more directly in the process of 
scrutinising and reporting on BBC performance. 

A wider range of performance information in the public domain on a regular basis – 
including audience assessments of quality as well as the day-to-day figures for reach and 
share. 

 

The BBC will now 
Publish an annual business plan that will set out for each BBC service not just the 
immediate remit and vision but also any major new proposals and investments, stretching 
more than one year ahead where possible and taking a more concise form than current 
Statements of Programme Policy. 

Publish an annual budget alongside the business plan, with a commentary that explains in 
more detail how the money will be spent – not just the split between different services 
but also the amounts spent in particular areas of public interest (including, for example, 
property and talent costs). The budget commentary will also explain how the Director-
General's five editorial priorities have been used to determine spending priorities and 
service licence budgets. 

Apply a new model of regular market engagement and communication in the areas of 
greatest market sensitivity – actively seeking industry reactions to any initiative that the 
Executive considers is likely to be a significant change to a service and so require Trust 
approval; updating business plans at the half-year point wherever new initiatives evolve or 
emerge. 
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Increase the amount of formal industry engagement around BBC Online – where the 
greatest sensitivities exist – by organising at least two official briefing events each year to 
discuss online strategy and consult directly on the annual business plan. 

Produce quarterly reports on expenses, gifts and hospitality for all named senior 
managers paid more than £150,000. 

Produce an annual report on all public service senior manager pay, with salaries 
anonymised but published in bands no greater than £5,000 wide and fitted into an 
organisational plan. 

Publish talent costs broken down into figures for aggregate spend in the bands suggested 
by the Culture, Media and Sport Select Committee1 as well as indicating the numbers of 
individuals falling into each band. At the Trust’s request, the Executive continues to 
examine the legal and commercial issues around the concept of identifying the individuals 
in the very highest bands. 

Include in the Trust’s annual assessment of the BBC’s performance a process of direct 
engagement with and feedback from the wider media industry. 

Promote more widely the substantial evidence base (on audience opinion and market 
context) that the Trust itself has built up and that it uses to guide its decision-making. 

 

How the Trust will measure progress 
Delivery against all the specific initiatives above will in itself represent demonstrable 
progress. 

We will also use audience research and industry engagement to test and record external 
perceptions of: whether or not the BBC is sufficiently transparent; whether the BBC is an 
open organisation to deal with; overall trust in the BBC. 

                                                
1 See http://www.publications.parliament.uk/pa/cm200910/cmselect/cmcumeds/515/515.pdf p. 19 
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The BBC should do more to serve all audiences 
The universal nature of the licence fee brings with it an obligation to try to deliver all the 
BBC’s services, and the same quality of service, to all parts of the audience. Audience 
research suggests that the vast majority of people feel that all BBC services should be 
available to every household in the UK that wants to access them. It also shows 
continuing concern about whether the BBC is fulfilling its requirement to ‘represent the 
UK, its Nations, regions and communities’. The Trust’s Audience Councils have raised 
similar concerns and we agree the BBC should strive to provide a fair and accurate 
portrayal of all parts of the audience across its output. 

 

This means 
Distribution 
Seeking to ensure that every household has convenient access to each relevant BBC 
service, free at the point of use. 

Doing so in a way that: safeguards easy, accessible open routes to BBC content; sustains 
quality free-to-air platforms; provides value for money to licence fee payers; secures 
baseline standards of quality, brand attribution and due prominence; meets legal 
obligations; is technically feasible. 

Reach 
Keeping weekly reach of all BBC services combined at more than 90% of the population2. 

Representation 
Improving the extent to which BBC services resonate with all the UK’s Nations, regions 
and communities and reflect the devolved nature of the UK and the distinctive character 
of its constituent parts. 

 
The BBC will now 
To improve and streamline distribution in pursuit of universal access: 

Maintain its current television distribution strategy, with investment in free-to-air platforms 
and carriage on other satellite and cable platforms ensuring near-universal coverage. 

Continue to develop and invest in new television technologies, including red button, HD, 
IPTV and 3D, where there is public value in doing so. 

Enhance its national DAB coverage now – so that it approaches FM equivalence for all the 
BBC’s UK-wide digital services as soon as feasible – and evaluate options for improving 
the DAB coverage of BBC Nations radio services. 

Prepare for any potential radio switchover in two ways:  
• Draw up a plan for a further build-out of national DAB to match the BBC’s national FM 

coverage as a switchover date draws near. 
• Continue working with Government and industry to assess the level of investment 

needed to extend coverage of the local tier of DAB in time for any switchover, 
recognising that this is not currently funded within the new licence fee settlement. We 
will also assess any switchover plans against further audience feedback and research. 

                                                
2 Based on the Cross Media Insight (CMI) survey that covers all BBC platforms and services 
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Review the value for money case for the duplicate distribution of BBC radio through digital 
television platforms by the point where DAB coverage approaches FM equivalence.  

Re-draw and rationalise its policy for on-demand syndication of catch up content – so that 
full-length BBC TV content is available on-demand only in aggregate form, for example 
through BBC iPlayer, and not programme by programme. The iPlayer itself must remain 
available and accessible across a broad range of devices and platforms.3  

Support the promotion of broadband roll-out and take-up through the £150m per year 
ring fence within the new licence fee settlement, in line with the BBC's sixth public 
purpose (building digital Britain) and its duty to seek to increase public access to iPlayer. 

Continue to develop mobile apps if the apps provide access to existing BBC Online content 
and are available to different mobile operating systems on a fair, reasonable and non-
discriminatory basis. 

In maintaining the overall reach of BBC services: 

Harness the wide reach and popularity of major services to make a bigger contribution to 
the BBC’s public purposes – for example by using high reach services such as BBC One, 
Radio 1 and Radio 2 to ensure that as many adults as possible consume the BBC’s news 
services each week (the current figure is 80%). 

Grow the audiences to smaller services in ways that do not sacrifice distinctiveness. 
6Music is an example of how higher awareness can lead to higher public value. We 
believe there are other services that could increase their impact, including BBC Four. 

As part of improving its representation of the whole of the UK: 

Publish clear statements from the Director-General, as part of the implementation of this 
strategy, about what the BBC intends to offer the audience in each of the Nations of the 
UK: England, Northern Ireland, Scotland and Wales. These statements will set out how 
the BBC will deliver the priorities and objectives set out in this strategy for licence fee 
payers in each of the individual Nations.  

 

How the Trust will measure progress 
We will monitor and report on the build-out of DAB and other improvements and 
developments in distribution technologies. 

We will continue to use audience feedback and research to highlight any specific issues 
about access to BBC services. 

Pan-BBC reach will be measured using the BBC’s own Cross Media Insight survey, 
supplemented by BARB and RAJAR measures of consumption.  

Progress on the representation of the whole UK will be reported each year in the BBC's 
Annual Report and Accounts through a statement of progress for each of the Nations. 
These statements will outline progress in delivering the priorities set in this Strategy 
Review and include data on the implementation of the Network Supply Review as well as 
audience data on performance against the relevant public purpose. 

                                                
3 The Trust will consult on provisional conclusions from its review of on-demand syndication policy early in 2011.  
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The boundaries of the BBC 
This strategy is about a strong BBC in roughly its current form. Our review was not about 
radically reducing the number of BBC services, since there was no external change in 
technology, funding or audience behaviour demanding any significant immediate 
reduction. Responses to our consultation showed there was no strong appetite for that 
sort of reduction either from the public or from the media industry.    

Nonetheless, the Trust remains of the view that the BBC should be no bigger than it 
needs to be, and the BBC Executive has proposed a range of particular changes to 
individual services that it thinks make sense on their own terms. The Trust supports the 
Executive’s ambition to set clearer boundaries around future BBC activities, and in 
particular supports three key proposals around three key areas of particular market 
sensitivity. We accept the case for disposing substantially of BBC Worldwide’s magazine 
business, if the right price can be found. We agree that in the current market, the BBC 
should not launch new services that are any more local than its current offerings, 
particularly now that it is committed to offer support to any future commercial providers 
of local television news. We will pursue a 25% reduction in the BBC Online budget, to 
improve the overall quality and coherence of the service and ‘do fewer things better’. We 
expect to make an announcement soon about the nature of the changes involved.   

We will also consider carefully any formal proposal to close the Asian Network, although 
we do not now expect to receive a proposal to close or change 6 Music. 

The BBC’s new licence fee settlement changes the picture somewhat. It is not realistic to 
expect that a 16% budget reduction can be made in the space of four years without some 
changes to the range of services and activities being required. In the course of the next 
two years, the BBC Trust and Executive will therefore need to agree a realistic target for 
productive efficiencies in the period from 2013/14 to 2016/17, and how any remaining 
gap in funding is best met. That is likely to require a more fundamental review of the cost 
base and the shape of BBC services than was undertaken in the course of the Strategy 
Review. It will also need to incorporate the reassessment of the television portfolio that 
we had expected would take place around switchover in 2012/13. 

The guidebook for this process will be the strategy that is set out here and the key 
principles will be the four objectives we have set for the future BBC: increase quality and 
distinctiveness; improve value for money; set new standards of openness and 
transparency; do more to serve all audiences. 

By increasing the pace of those changes to its culture and behaviour the BBC can ensure 
it sets the right boundaries as it goes through what will be a difficult period of change. If 
the BBC can show that, regardless of financial pressures, it is becoming more distinctive, 
more efficient, more transparent and more sensitive to its potential market impact, this 
strategy will have worked.   
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