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Executive Summary

Radio broadcasting is the most important means for Swazi people to receive
information. At present, there is only one nationwide radio station (Swaziland
Broadcasting and Information Services, SBIS), for which reason the Swazi
government has requested that the Republic of China (Taiwan) assist in
improving the performance of SBIS. A TaiwanlCDF mission was dispatched to
identify the core problems and key stakeholders of this project from March 16 to
27, 2013. The conclusions and recommendations of the mission are summarized

as follows:

1. Identification of core problem :

The broadcasting industry in Swaziland is still regulated by a law which
does not permit the establishment of private radio stations. According to
the parliamentary secretary of the Ministry of Information,
Communication and Technology (MICT), Swaziland’s parliament has
been debating an amendment to the current broadcasting bill which would
open up the country’s broadcasting industry. This means that SBIS may
face competition in the near future. The parliamentary secretary also
indicated that SBIS will retain its position as a state-owned radio station.
However, SBIS does not know how to develop its core competencies in
order to provide broadcasting services aligned to the expectations of the

Swazi government and people.



2.

Recommendations :

Due to the lack of clarity as to its core competencies, SBIS cannot

determine its actual demands. This TaiwanlCDF mission suggested first

assisting SBIS to formulate its long-term strategy, then providing related

capacity building programs according to the following strategy:

1)

(2)

Stage 1 :

Suggest SBIS send its executive managers (3-4 people) to Taiwan to
inspect different radio stations’ operational models in order to build up
a concept of a model radio station, and/or send experts to assist SBIS,
if necessary, in planning a long-term strategy that would complement
its National Development Strategy.

Stage 2 :

After the Swazi government proposes a new and more specific project
concept in accordance with SBIS’s long-term strategy developed
during Stage 1, the TaiwanlCDF would plan a follow-up capacity
building project, including personnel training, the establishment of a

maintenance center and the donation of equipment.
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Item Observation/Problem Recommendation

Transmitter

1. Coverage of broadcasting
signal cannot cover whole
nation even if transmission

system is fully operational.

According to experts, the location
of each transmission site is
appropriate, so SBIS can improve
its signal coverage by upgrading
some transmitters from 100W to
500W. However, the latest
transmission signal coverage map
would be needed to clarify the

details.

2. Majority of existing
transmitters cannot reach their
nominal power rating or have

malfunctioned.

1. Establish maintenance
schedule in order to effectively
implement day-to-day

maintenance work.

2. Recommend procuring at least
two engineering maintenance

vehicles (4X4).

3. Capacity of existing
maintenance station is

insufficient.

Experts recommend that SBIS
improve capacity of existing

maintenance station :




1. Suggest sending outstanding
engineers to Taiwan for short-

term training.

2. Strongly suggest establishing a

spare parts inventory system.

3. Suggest replacing or upgrading

maintenance equipment.

Studio

Studio equipment is of
sufficient standard but use of
such equipment cannot be
maximized because of the
difficulty of complying with

the management.

Experts recommend that SBIS
implement its” management

schedule as strictly as possible.

Programming

1. According to the SBIS’s
mission statement, its’ program
content should cover the
following three categories:
Education, Information and
Entertainment. However, there
are no priorities or minimum
durations set for these three
categories, which has meant
that the majority of SBIS

programs are in entertainment.

Suggest SBIS should first
determine the proportion of
Education, Information and
Entertainment programming and
then redesign and plan the content
of its programs. SBIS could also
increase the diversity of its
programming by broadcasting
Radio Taiwan International’s

English programs.

2. No standard operating

procedure for producing

Suggest SBIS send personnel to

Taiwan to observe and study the




program content.

program production process.

Personnel

1. Suitable candidate has not
been for Personnel position, so
no-one is responsible for the
education and training
program. The lack of a
performance evaluation system,
means that existing staff are
unwilling to receive on-the-job

training.

Suggest SBIS recruit personnel
position as soon as possible, and
establish a performance

evaluation system.

2. Hiring process at SBIS is
dominated by the Civil Servant
Commission; however, there
are some problems with in the
commission, and SBIS often

receives unqualified people.

Suggest the Ministry of
Information, Communication and
Technology (MICT)
communicate with the
commission in order to improve
this situation. SBIS should also
establish an on-the-job training
system to assist new employees

by shortening their learning time.

Computerization

in SBIS

1. Excepting executive
managers, SBIS employees are

required to share PCs.

Suggest procuring ICT equipment
to enhance employees’

productivity.

2. No LAN with which to share
and send files in the office;
therefore, SBIS still relies on

personnel to deliver printed

Suggest establishing a LAN to

improve working efficiency.

10




message.

Strategic Plan

According to the MICT’s
parliamentary secretary, the
Swazi Parliament has been
debating an amendment to the
current broadcasting bill which
would open up the country’s
broadcasting industry. This
means that SBIS may face
competition in the near future.
However, with no strategic
direction in place, it is unclear

what SBIS position is.

Suggest SBIS send its executive
managers to Taiwan to inspect
different radio stations’
operational models in order to
build up a concept of a model
radio station, and a long-term
strategic plan that would match
its National Development

Strategy.
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Executive Summary

Swaziland, in financial difficulties, was still pay attention to all

people's right about receiving information. The country has built 14 FM
transmitters and 2 AM transmitters. The 14 launch transmitters transfer
signal to each other, with UHF or to receive other transmitter signal
broadcast links. This is quite consistent with the Swaziland geography
and economic benefits. Conclusions and recommendations of this study
are summarized as follows:

26

1. Equipment replacement:

Swaziland’s 14 FM transmitter stations, some transmitters
could not reach the nominal transmission power rate, resulting in
lacking of broadcast coverage. The poor signal quality in southern
region of the main reason is because of the components of
recession. And this is causing a problem that the country is
insufficient coverage of the broadcasting. The original equipment
firms have not produced the components, so it could not get spare
parts to improve output power. We recommended that Swaziland
should update equipment and replacement down the old equipment
which can be used as emergency transmitters. On the other hand,
main station studio is equipped with state-of-the-art digital
equipment.

2. Staff education and training systems:

Local transmitters are built in vantage point of mountains with
sparsely population and poor road conditions. The technician is
more important. Therefore, in addition to the appropriate
configuration and the technical personnel with the task assigned,
also need to upgrade the maintenance technical level of the
existing engineering staff, recommended on-the-job training can
be taken on a regular basis with unexpected two-rack way to.
Other; establish an examination system , planned training
technical personnel to select outstanding talent from abroad for
training, mutually supportive so as meet the technical exchanges
and work.
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3. The diversity of program:

Radio programs operating in the environmental protection,
social responsibility, safety, labor rights and other aspects of
production and broadcast of content in policy advocacy , more ink.
Increase radio spoken skills to attract more audiences and obtain
broadcasting advertising opportunities. And if necessary, Swaziland
can assign some key personnel come to Taiwan to visit some public
and private radio stations to understand the full range of how to run
a radio station, set out program suited to their national conditions
and the majority of the audience went to hear.
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Y REFHEBABREZESCBIS T B4 EHEERA

Frequency MHz TX Output/ .
Site Brand Name QTY Vatts Gen. | Height
Siswati | English | rating 'actual KVAL (m)
Sis. | Eng.

1 | Mangwaneni | BSE 2 88.5 91.6 500 500 | 500 |ok 850
2 | Kelly Trans Radio U1 series 2 105.2 98.1 10k 5k | 5k [fault | 1566
3 [ Manzini BSE 2 92.3 89.2 500 507 | 506 |ok 839
4 | Hlathikhulu Trans Radio U1 series 2 90.7 93.9 10k 6k | 6k [fault | 1250
5 [ Ntondozi BSE 2 107.5 | 100.3 500 450 | 395 [fault | 1361
6 | Maqudulwini | BSE 2 92.4 97.5 500 500 | 500 [fault | 1386
7 | Bulembu BSE 2 103.3 | 106.9 2k 1k | 1k [fault [ 1405
8 | Vusweni DB Eletronica 2 100.6 89.7 500 492 | off [fault | 984
9 [ Siteki Seratel 2 99.8 96.5 5k 3k | off [fault 771
10| Phikithi BSE 2 102.8 99 100 500 | 100 [fault | 584
11| Nkondolo BSE 2 101.8 95 100 * * [fault | 1361
12| Gege BSE 2 88.9 101.4 100 PS % [fault [ 1382
13| Motjane BSE 2 104.7 97.2 100 100 | 50 ([fault | 1577
14| Mpuluzi BSE 2 89.8 104.3 100 90 | 90 [fault | 1423
15 ﬁ/ildwvikodvo Continental electronics 2 882khz 100k 0 0 lault | 737
16| MW2 Continental electronics 2 954khz 10k 0 0
17 STL Siel, Mosley, TFT 830~850 Upto 10

mhz watts

fask: % — TEFTHBIFHE
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SBIS being Shut
Down

Lose Listenership

Poor Professional
Service Delivery

Lack of Core Competition Edge

Transmission Signal
is Unstable or even
not Covering in Computerization
Some Regions

Under Utilization of Lack of Office

Lack of Strategy
Direction

Weak Marketing
Section

Poor Programme

Resources Content

Lack of
Computerized Lack of Equipment
Operation

Facilities Scheduling Unable to maximize
is not being the utilization of
Followed human resources

Transmission
Equipment Eroded

No Strategy Plan in
Place

Lack of Strong
Competition

Lack of Mis-arranged
Professionalism Programme

H.R. Training
Programme are not
implemented

Regulation is
Protecting the
Industry

Equipment are not
being Maintained
Properly

Unable to Recruit
Qualified Personnel

Lack of Programme
Planning

Lack of Research

Gov.’s HR.
Management Polices
are not Followed

No HR.
Management Office

Lack of Training
Willingness

Training Prerequists
are not met

Lack of Funding

No Performance
Management System
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Minutes for the Report Back Meeting on the fact finding mission on the activities
undertaken at SBIS by a high level delegation from the Republic of China on Taiwan
Held March 26, 2013 at the Ministry of ICT conference room

Present

Mr. S. F. Dlamini Principal Secretary

Mrs. B. E. Dlamini Legal Advisor

Mr. W. Dlamini Director SBIS

Ms. G. Tsabedze Deputy Director SBIS

Mr. J. Simelane Engineer (Transmission) SBIS

Mr. A. Dlamini Engineer (Audio Systems) SBIS

Ms. T. Hlophe Principal Programmes Officer SBIS

Mr. Yen Division Chief (ICDF)

Mr. Wang Project Manager (ICDF)

Tony Wu Senior Computer Specialist (ICDF — based in Swa)
Huang, Chi-Hsiang, Deputy Manager of Engineering Dept. (RTI)
Wu Yung Yu, Engineer of Engineering Dept. (RTI)

1.0 Opening Remarks

e The Director of SBIS welcomed the Principal Secretary in the ministry of ICT and
all present to the meeting. He explained that the objective of the meeting was for the
Taiwanese delegation to present a report on their findings on the activities at SBIS,
and the necessary interventions that ROC, through ICDF, could possibly offer the
Institution in order to improve its service delivery.

e The director then asked the delegation from Taiwan to make their presentation.

1.1 Key activities Undertaken — Mr. Yen

e The leader of the Taiwanese delegation, Mr. Yen, led the presentation. He outlined
the activities that the delegation had carried out to fulfill the objective of their visit
to SBIS. He explained that in order to make maximum utilization of the time at their
disposal, they had divided themselves into two groups, with one group based at the
SBIS station, and the other group going to the transmission sites all over the country.
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Mr. Yen explained that the group that was left at the headquarters interrogated
issues around content, looking at content and its relevance to its listenership. The
group also looked at content production and the quality of the content produced. It
also assessed the quality and quantity of equipment for content production and its
utilization. The team visited other content areas like the newsroom to look at the
equipment and the staff, and how they are utilized. To see how organizational
information is stored and then retrieved when the need arises, the team also visited
the archives and library rooms.

The team looked at all audio systems, and surveyed the studio rooms,

editing/ripping rooms, ingestion room and the main control room.

According to Yen, the team also reviewed the operation procedures of various
activities at the station, looking at the administration style and the allocation and
management of available resources on a day-to-day basis. In doing this, the team
also looked at the existence of a strategic direction and how much the organisation
was sticking to it.

He pointed out that methodology used here was observation and interviews with
section heads, the directorate as well as middle managers/supervisors. All this was
done to identify key issues that are impediments to better service delivery.

The team that was left as SBIS also had site visits to major corporate advertisers
(MTN, Swaziland Water Services Corporation, as well as Swaziland Electricity
Company) to also find out if they were getting value for money working with the
institution. The corporate were asked to make specific recommendations on what
SBIS should do to improve its services to them.

Mr. Yen also reported that team that went to the fifteen transmission sites spread
throughout the country assessed the condition of the transmitters, their signal
distribution strength as well as their general maintenance.

1.2 Presentation on the findings of the above exercise — by Mr. Wang ICDF
Project Manager

Mr. Wang said all their findings pointed to one direction, the lack of a strategic
plan at SBIS, to give the directorate, senior managers and the entire staff the
necessary direction on day to day activities.

On infrastructure, Mr. Wang said the current studio room equipment is up to
standard. He said however, the team to the transmitters discovered that
transmission signals were unstable.



e Mr. Wang reported that the exercise carried out revealed that content production
and presentation lacks professionalism.

e SBIS, according to Mr. Wang, suffers from poor resource integration in that some
existing resources (human and otherwise) are misallocated and others are not
fully utilized. This, the team found, was a result, to a very large extend, of the
malfunction of the Human Resources department, as there is no Human
Resources Officer at the institution currently, and there has not been, for the past
four years. It was also noted that the backlog in the studio rooms is not necessarily
due to studio room shortage, but stems from the fact that the studio schedule is not
implemented. Here, the PS sought clarification on the studios, saying in his
understanding, the studios were not adequate, and that there is a proposal by SBIS
to have more studios installed. The delegation explained that they were only talking
about the state of the studios currently being used, because its mission was to assess
the current situation. The audio systems engineer also mentioned that the project to
provide more studios at SBIS was suspended to allow for the rehabilitation of the
entire SBIS building.

e The team, according to Wang, also found that the marketing section at SBIS is
very weak, and is not therefore properly delivering its services to the benefit of the
institution.

e Wang concluded the session by saying that SBIS lacks computerization,
networking and system administration.

1.3 Projecting the future scenario of SBIS — by Tony Wu, ICDF Senior Computer
Specialist based in Swaziland

The delegation, in their effort to find out if the interventions they hoped to propose would
be relevant, first wanted to know the future prospects of SBIS.

The team felt that the best person to project the future envisioned for SBIS would be the
PS, and Mr Wu posed to him the following two questions:

a)What is the future of broadcasting in the country. He said by this question, the team was
trying to ascertain if the legislative framework would change.

b) Given your responses, what would be the role of SBIS in that future?

In his response, the PS categorically stated that there would be changes in the broadcasting
industry in the country, although he would not necessary be in the position to say when
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that would be because it depends on when the proposed broadcast legislations that are
already before parliament, are enacted and then get the royal assent. He said the
Broadcasting Commission Bill seeks to allow new players to come to fore in broadcasting.
This Bill also seeks to classify these entrants and the requirements they have to meet to
participate in the media industry. He explained that for now the Broadcasting Corporation
Bill seeks to merge SBIS and STVA into one entity, to operate as a parastatal under the
ministry of ICT.

Given the above, the PS explained though that the role of SBIS is unlikely to change much,
because the organization will continue to provide public broadcasting services, by
disseminating government information and policies to the nation, in line with the overall
National Development Plan. He said while SBIS will continue to be non-commercial, it is
still going to be expected to generate revenue to go into the Consolidated Fund, to justify
its existence. He said to that end, then SBIS would need to rethink the way it conducts its
business.

1.4 Proposed Interventions — by Mr. Tony Wu

Having heard what the PS thinks the future holds for SBIS, Tony said that the
interventions they had in mind were definitely relevant, because the team too, in its
research, had a similar vision as his.

Mr. Wu then explained that the team, working with the directorate and section heads at
SBIS, agreed on a number of interventions needed to assist SBIS, using a scientific tool
called a DMF Problem Tree, which was first used by the American military to get to the
key issues around a problem. This tool, which allows high interactivity with the parties
concerned, has been adopted by a lot of leading institutions the world over, including the
International Co-operation Development Fund (ICDF). He said in summary, SBIS needed
to do the following, to improve its service delivery:

1. Develop a strategy and a master plan to fit into the national development strategy.
This strategy will give the institution action plans and guidelines on how to achieve
its mission.

42



43

2. Improve transmission signal quality and coverage so that SBIS is received
clearly nationwide.

3. Strengthen in-service training so that all staff members, technical and content, can
keep up with the times. The content staff needs to be trained so that they deliver
quality programmes that are relevant to today’s society, in a format that will interest
the listenership. Likewise, the technical staff should be trained to deal with the new
innovations that are hitting the broadcasting and telecommunications industry,
especially now in the era of digital migration.

4. Revise and implement the studio room schedule for maximum utilization.

5. Appoint a Human Resources officer who will do the job as expected, to take care
of HR issues and ensure the proper allocation of human resources. Likewise, section
heads should be capacitated to allocate their resources, human and material, for
optimal utilization.

6. Restructure the marketing department so that it becomes re-aligned to the new
structure of the organization and services SBIS clients accordingly, while marketing
the station innovatively so that the nation (clients and listeners) still recognizes
SBIS as the station of choice.

7. Establish local area network and upgrade the existing IT infrastructure to cut
down on the production time, and the loss of quality as material is carried manually
thorough the different stages of production. This will also cut production costs
immensely as there will be no need for the hardware needed for transporting the
material, like CDs, memory cards and flash drives, and

8. Ensure all operating resources are in place, like staff, cars and equipment,
because no matter how good the proposed strategy is, it won’t yield desirable results
if these things are not there.

1.5. Way Forward by Mr. Yen

The team leader, Mr. Yen, proposed interventions to actually materialize, the following
steps need to be taken:

1. Official appointment of the current project coordinator. Mr. Yen said it was
important to have an official coordinator to ensure continuity and centralized flow
of information around this project. The team suggested that Jabulani Simelane, the
transmission engineer be given the official recognition as project coordinator of
this exercise because of his involvement at its planning and initiation. That
suggestion was generally accepted by all in attendance, but the PS then advised that
someone to stand in for Simelane when the need arises should also be appointed.



Gcinangaye Tsabedze, the Deputy Director of SBIS, was officially suggested
and accepted by the meeting as the project’s deputy coordinator.

. The final assessment shows that SBIS just needs to undergo an organizational

transformation. To that end, the ROC team will then develop a detailed concept
paper for the proposed organizational transformation Project that is deemed
essential if SBIS is to remain relevant in the new future.

. ICDF must form a team to assist SBIS to establish its strategy and master plan.
. From the strategy and master plan, the team will compile an implementation plan

(project proposal). This will include the introduction of the capacity building project
and the upgrading of the existing infrastructure.

. The two governments, the Kingdom of Swaziland and the Republic of China(ROC)

on Taiwan must then sign a memorandum of understanding with the, after the
project proposal being approved, and

. The implementation of the organisational transformation project should then

begin, with a specific lifespan and timelines for outlined activities.

All those in attendance embraced the content of the briefing session, and it was agreed that
the way forward depends heavily on the acceptance of the proposed project by ROC. But
the ROC promised to communicate the feedback within two months.
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The End



