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Witness

I: Rhodri Williams, Government’s preferred candidate for Chair of S4C.
Examination of witness

Witness: Rhodri Williams.

Chair: Bore da, Mr Williams
. Good morning and welcome. It is good to see you again.

Rhodri Williams: Diolch yn fawr iawn.

Q1 Chair: We are both wearing different hats on this occasion. May I start by putting on the record huge thanks to you to making the visit to Westminster for this session, and to my fellow Committee members? Given what else is going on, I think the fact that we are still able to meet and are far more than quorate is a good thing.

We will get straight into it. I should say that we have translation facilities for those Members who want to question you in Welsh. I hope that that is okay.

Rhodri Williams: Of course.

Q2 Chair: Good. At what point did you form a desire to be the chair of S4C?

Rhodri Williams: I don’t know whether it is something that has been at the back of my mind for a long time. S4C has been a very important institution in my life. I campaigned for its establishment in the late ’70s, and when it came into existence in 1982 I joined HTV, as it then was—ITV Wales now—as a member of its journalistic staff, producing current affairs programmes for S4C. I did that for many years. I then worked as an independent producer, setting up Wales’s largest independent company, which is based outside Cardiff in west Wales and still produces a programme that remains at the heart of S4C’s linear schedule.

Then, of course, I worked for Ofcom for many years. As one of my chief executives there said, there was no better place to observe the change from the analogue to the digital world than Ofcom, keeping an eye not only on S4C but on how broadcasting in the UK as a whole came to terms with the complete revolution not only in technology but, more importantly, in audience habits—the way in which people sought and interacted with content.

When the opportunity came, I was very keen to join the board in the first place. I have been on the board for 18 months or so now, knowing—to be perfectly honest—that the then chair was coming towards the end of his period. It was something that I thought I had something to contribute to. I have expert knowledge of the production sector in Wales and an understanding of the industry, but more importantly I have a view and a vision of how that needs to be taken forward and modernised for the changed needs of audiences in Wales—and of course beyond. When it started, it was a service available only in Wales; now, S4C is available to people throughout the United Kingdom. Redesigning that service


 for the future is something that I feel very passionately about.

Q3 Chair: What part of the job description gives you concern? Does any part of the job description terrify you?

Rhodri Williams: To be honest, I do not think that any part of the job description gives me concern. What keeps me awake at night when I think about it is how we, as an institution, adapt to the challenges that I referred to earlier. There has never been as much competition for people’s attention in the first place. There are series on some of the streaming video on demand services that probably cost more than S4C’s annual budget in total. We have to compete with them for attention. That is difficult, as is knowing and being able to understand the needs of audiences. 

I am convinced that we need to be more customer centric. We need to understand better what audiences want from S4C and deliver that. In 1982, it was quite simple. S4C was a television channel, and one of four. After 1, 2, 3, 4 on the remote control, you had gone through the amount of television available in the UK. That is so different now, and to be able to adapt successfully to that is all about understanding audiences and providing compelling content for them on the platforms that they want. Perhaps I can say a bit more about that later.

Q4 Chair: I am sure that some of my colleagues will ask you about that. They say that if you want something done you should ask a busy person, but that works only up to a point—until things start getting in the way of each other. How confident are you that some of the other non-exec posts that you hold will not get in the way, in terms of the time and energy commitment required for this very demanding role
?

Rhodri Williams: I can be very confident in my answer to that. My other non-executive role—I have only one at present—is as a non-executive board member of the Consumer Council for Water. I am its Welsh board member, and that is a commitment of two days a week. In the current iteration of this role, it is now only two days a week as well. It has been three days a week in the past, but the change is one that certainly suits my circumstances.

I am perfectly comfortable that I have the time, and I am absolutely certain that I have the commitment and energy to devote to it. I think that has been helped by the fact that I have been on the board for some time, and I have had time not only to reflect on what should happen in future but to discuss it with other colleagues on the board. Yes, I am very confident about the future and my ability to provide the strategic leadership that I believe the institution needs.

Q5 Chair: Finally, how do you see the relationship going forward with Ministers, primarily, and with Parliament? Previous chairs of S4C have talked about the need to fight the UK Government to secure S4C’s independence. One said that he did not feel that DCMS understands the importance of S4C in Wales. On the part of Ministers, in the past they got used to chairs coming to Westminster always to talk about the money, but having less to say about content and innovation. How do you see the relationship working? What kind of relationship, of posture, would you like to strike with Ministers
?

Rhodri Williams: I probably said in my application for the job that I put great emphasis on creating effective working relationships with people of various backgrounds and from different institutions. Very high on that list has been elected Members. I have been before this Committee on several occasions, representing Ofcom and talking about communication services in Wales over the years. I place great importance on that, and value the opportunity. I value the active interest in broadcasting issues of this Committee and—although it does not have formal responsibility—the National Assembly. I welcome that very much, because transparency is an essential part of making institutions work and ensuring that they work for the benefit of the people that they are designed to work for.

I
 am very comfortable with that relationship and am committed to making it work. I am also very confident that it will work. I am sure that you are aware that, recently, HMRC decided—this is talking about money, but it is not asking for more—that S4C’s VAT status would change, which would have meant losing approximately £15 million a year going forward. As you can imagine, that would have had a catastrophic effect on our budget, but the Government announced otherwise in advance of the Budget. I was very pleased to hear that Chancellor of the Exchequer say that S4C was “an integral part of the fabric of Welsh culture
”.

I am confident that people in Westminster understand the significance of S4C and are prepared to support the institution. Of course, that means that the institution has to deliver and has to be able to demonstrate that it knows what it is doing and that it is doing it effectively. Much of my focus will be on ensuring that. In the current circumstances, I do not think that anyone can go around demanding more money until they are perfectly happy that they are using what resources they have to the best of their ability. That is why the services that we provide need to be redesigned, to be reimagined, in order to suit current circumstances
.

Q6 Robin Millar: Mr Williams, thank you very much for coming in. A particular phrase you just used caught my attention. You talked about providing the strategic direction in your role. As you appreciate, at board level, nuance is everything. I do not wish to play with semantics, but Mr Evans, for example, is sitting there and he will have a keen sense of what the strategy is. The board’s role, as I understand it, is to approve strategic direction, so I am curious that you feel it is your role to provide strategic direction
.

Rhodri Williams: When it comes to the board approving that—we are a unitary board, and the chief executive and other executives are part of that board. It is for the board to lead the process.

If
 I describe where we are on that, 2022 is a key juncture in the future, where our funding moves to be coming completely from the licence fee. We have given ourselves a target of reinventing the services that we provide by then. It is something that happens, that we do, as a board—the whole of the board is a part of that process. I do not think it is a question of being given a paper and saying, “Yes, we are happy with that,” or, “Change that.” I think the board needs to play an active role. One of the things that we were planning on doing and will have to try to do virtually, later this week, is to start the discussion on that.

When I say, “Give the strategic lead,” I don’t mean that I am deciding what that is. I think that means that I am leading the discussion and giving the leadership that the board would expect, in order that we come to a view that is consensual as far as the board, including the executive, are concerned, and that I am also looking further afield at what audiences will tell us, at what our partners in Wales will tell us, and at what the production sector, the people who actually produce the content—S4C doesn’t produce any content—will be telling us, too
. 

Q7 Beth Winter: If you are appointed, we are interested in knowing your initial priorities—eich blaenoriaethau—and what preparations you may already have made for the post


.

Rhodri Williams: 
I suppose the first thing I should say in response to that is that the immediate priority is not one that I would have expected—certainly not when I applied for this job. The implications of covid-19 for the organisation must take priority. The executive has already put in place measures to secure, obviously, our members of staff and people working in the sector producing content for S4C. We also need to ensure as best we can—because people are going to be at home for a long period of time during this—that we provide content that is not only entertaining for people who are staying at home but actually useful as well, and finding ways in which we can leverage the fact that we have a relationship with audiences to do something that is beneficial in this respect. 

I think that has to be the immediate and overriding priority—to ensure that the organisation deals responsibly with the crisis and has plans that enable it to carry on functioning as it needs to function, for as long as need be. Obviously, last Saturday there was a large hole in the S4C schedule where the rugby should have been, so the lack of sporting events is going to have quite a drastic effect on our linear schedule. Later in the year we already know that the Urdd Eisteddfod is being cancelled. There goes a week of planned programming, so the challenges are quite considerable. As we don’t know, as yet, for how long this will last, that has to be given the attention it deserves
.

Putting that aside, then, to go to where I think we need to be, it is a question, as I said earlier, of trying to reimagine what S4C should be providing for its audiences now. I think one way to do that—what I have suggested to fellow members of the board, in discussion—is that we ask ourselves, “If S4C was being created today, what would it look like?” Would it broadcast a linear schedule from first thing in the morning until 10.30, 11 or 11.30 at night? Would the balance between content distributed on the web compared to content distributed on linear television on a plethora of platforms—on digital terrestrial television, on Sky, on Virgin Media, on BT services—look like? How would we redesign that? I think that has to be done
. It is not a nice-to-do; it is a must-do challenge that we as a board have to get right. I do not think that maintaining the status quo is an option. Certainly in financial terms it is not an option, so we have to be more selective. This is something that I do not think I or members of the board can simply decide; it is one we need to consult widely on. 

We
 need to listen to what people tell us, to understand what kind of content they would like us to produce and how they would like it distributed. We know, for instance, that nowadays young people up to the age of 24 look at very little linear television. Even if they are sat in front of a television, if they are anything like the two young people I live with they are looking at and listening to other content at the same time. The primary source of their content delivery is the mobile phone, and I do not think that is going to change—I do not think people will change back to watch more linear television at some stage. 

What
 is significant is that even when people do that and get their content from Facebook, YouTube and other social media platforms, much of that content is produced by traditional broadcasters, and much of that by public service broadcasters. We have to reimagine the services that we provide so that there is a better match between what we provide and what audiences want. 

Certainly
 at the time when S4C was established, programme controllers and commissioning editors decided what an audience had, and your choice was to look at it, look at a few other channels or not watch at all. Those days are gone. The balance of power has changed completely: it is now with the consumer or user. It is so important to understand that, and we need to investigate. Obviously we undertake quite a lot of research at the moment and we get feedback, but through that and our digital platforms—people are now signing up to our Clic online platform, and 100,000 are already signed up—that enables us hopefully to understand better what people are expecting of us. Then, having done that, the trick—the challenge—will be translate that into compelling content. 

I
 am sure there are some people out there today—they are probably older than I am—who watch S4C out of loyalty and will watch it regardless, and other people watch other channels in the same way. But that is not true of younger audiences, who have no loyalty to a particular channel. They will go to where they find the content that engages them. We have to provide engaging content in Welsh that does that for our audiences
.

Q8 Beth Winter: Could I pick up one point? You talked about the need to consult and be person-centric, and I am pleased about that, but there is an inherent tension with the increasing demand to be competitive. Are you considering those competing demands on you as a corporation
?

Rhodri Williams: There are competing demands and the resources are finite. We will have to make some difficult decisions about what we prioritise, and there I think we have to look at what is most effective—what is being used and appreciated by our audiences—and concentrate our efforts on matching that. I do not think we can rest on our laurels and say, “This is a good series. We think people should watch it.” Actually, if they do not, we should not be doing it—we should be doing less of it
.

I think it is possible to compete. Despite the vast array of very expensive content out there, it is possible to compete. There is no better example of that than some of the dramas produced by S4C and co-produced with BBC Wales in recent years. “Y Gwyll/Hinterland”, “Un Bore Mercher/Keeping Faith”, “Craith/Hidden” and “Bang” are probably the best television drama to have come out of Wales in generations, and those programmes have all been created, in the first instance, in Welsh for S4C. It’s a good thing that they have been co-produced: the BBC obviously takes them to a wider audience and brings more money to the table to increase the budget that can be spent on a programme. So I’m not despondent about the challenges that are there. This is possible, but it’s not easy, and there is a need to tap the creative talent of the widest possible base of people in Wales—that is essential. You can’t simply rely on the same old people doing the same old job. You need to refresh the talent base, keep it at its best and ensure that that content is one that is sought by users
.

Q9 Ben Lake: Ga i ddechrau trwy eich croesawu chi yma i’r Senedd? Diolch yn fawr am ddod ar ddiwrnod mor helyntus gyda digwyddiadau ehangach. Fe sonioch chi am yr angen i ymgynghori gyda’r cyhoedd, neu i ddeall yn well beth yn gwmws mae’r gynulleidfa am weld ar y teledu. Fe sonioch chi am S4C Clic, sydd wedi bod yn ddatblygiad rwyf i’n ei groesawu, o siarad gyda chyfoedion i fi neu rai o oedran tebyg. O ran gwneud yn siŵr bod S4C yn gweddu at ddant pobl ifanc hefyd, a oes yna unrhyw ddulliau eraill rydych chi’n ystyried trio ymgynghori gyda nhw er mwyn deall yn well beth yn gwmws maen nhw am weld neu ei dderbyn oddi wrth S4C?
(Translation) To begin, may I welcome you to Parliament? Thank you for coming on such a troubling day with wider issues . You have mentioned the need for public consultation, or to better understand what audiences want to see on television. You have mentioned S4C Clic, which is a development I welcome, having spoken to my peers or those of a similar age. In terms of making sure that S4C matches people’s requirements, are you taking into account any other considerations in terms of what they would like to receive from S4C?
Rhodri Williams: Dwi’n credu y bydd rhaid i ni ffeindio ffyrdd o ymgynghori a gwrando ar bobl ifanc. Mae deall anghenion ac arferion pobl ifanc yn fwy pwysig nag unrhyw garfan arall o’r gynulleidfa, a’r unig ffordd o wneud hynny yw defnyddio’r union gyfryngau maen nhw eu hunain yn defnyddio—felly, cysylltu yn uniongyrchol gyda pobl, gofyn iddyn nhw am eu barn a gwrando ar yr hyn sydd gyda nhw i’w ddweud. Mewn amgylchiadau normal, fe fydden ni hefyd yn dweud ein bod ni am fynd atyn nhw, i wrando ar bobl, boed yn aelodau o aelwydydd yr Urdd neu glybiau ffermwyr ifanc neu unrhyw gasgliadau o bobl ifanc fyddai’n barod i gael rhywun o S4C yn dod i siarad gyda nhw, i ddangos enghreifftiau o wahanol fathau o gynnwys a chael eu hymateb nhw i hynny.
Dwi ddim yn credu bod ’na un ffordd syml o’i wneud e. Fe fydd yn rhaid i ni fynd ati i ddefnyddio pob arf sydd gyda ni i allu deall yn well. Wrth gwrs, mae ’na ystadegau i gael. Mae rhai o ystadegau Ofcom yn arbennig o ddefnyddiol yn y cyd-destun yma, sydd yn dangos y newidiadau sydd yn digwydd yn y ffordd y mae pobl yn ymwneud â chynnwys. Mae hwnnw yn gallu bod yn ddefnyddiol. Ond mae ’na bwynt yn dod lle allwn ni ddim dibynnu ar ystadegau gan bobl eraill, ac fe fydd yn rhaid i ni siarad, naill ai drwy dechnoleg neu’n uniongyrchol, gyda phobl ifanc a’u gwahodd nhw, i beidio bod ofn clywed rhywun yn dweud, “Na, sori, dydyn ni ddim yn credu bod hwn yn ddigon da. Peidiwch â rhoi rhagor o hwn i ni. Rydyn ni am weld rhywbeth cwbl wahanol.” Mae’n rhaid i ni fod yn ddigon aeddfed fel sefydliad i allu ymgymryd â’r feirniadaeth, os yw e’n dod, ac i gymryd sylw o’r hyn mae pobl yn ddweud licen nhw weld a sut licen nhw’i weld e. 
Rydyn ni’n gwybod bod ’na rai pethau yn gweithio. Mae Hansh, er enghraifft, yn llwyddiannus iawn. Erbyn hyn, mae ’na ryw 750,000 o ymweliadau, i lefydd lle mae ’na gynnwys gan S4C yn ymddangos ar y we, yn digwydd bob mis. Felly mae ’na bethau. Dwi’n credu bod S4C wedi bod yn araf yn dod i’r ochr yma o bethau, ond mae ’na arwyddion positif fod yr hyn sydd yn digwydd yn llwyddo, ond allwn ni ddim bod yn complacent ynglŷn â hynny. Mae’n rhaid i ni edrych at fynd â’r peth ymhellach ac at wella yn barhaus.
(Translation) 
I think that we are going to have to find ways of consulting with and listening to young people. Understanding the needs, practices and customs that young people have is more important than doing that for any other group in the audience, and the only way of doing it is by using the exact media that they themselves make use of—so, connecting directly with people, asking them exactly what their opinions are and listening to what they have to say. In normal circumstances, I would also say that we would approach and go to them to listen to people’s views, whether they be members of Urdd groups, young farmers’ clubs or any other collections of young people who would be willing to have someone from S4C coming in to speak to them to show examples of different types of content and glean their responses to that.
I don’t think that there is one simple way of doing it. We will have to make use of each and every tool at our disposal to understand better. Of course, statistics are available. Some Ofcom statistics are particularly useful in this context and show the changes that are happening in the way in which people approach content. That can be very useful. But a point comes where we cannot rely on other people’s statistics, and we will have to speak, either through technology or directly, to young people and invite them to not be scared of listening to someone and saying, “Well, no, we don’t think this is good enough. Don’t put any more of this out for us. We want to see something totally different.” We must be mature enough as an institution to be able to take on board that criticism, if it is forthcoming, and to take note of what people say they would like to see and how they would like to see it delivered. 
We know that some things work. Hansh, for example, is very successful. I think there are now about 750,000 monthly hits for S4C content on the web. So there are things. I think S4C has been slow to come to this side of things, but there are positive indications that what is happening is succeeding, but we cannot be complacent in that regard. We have to look to take things further and to improve on a continuous basis
.

Q10 Ben Lake: I newid trywydd rhywfaint, dwi am sôn am y broses o ddod at y swydd. Fe fuoch chi’n sôn mewn ateb i’r Cadeirydd sut daethoch chi at y penderfyniad yna. Mae’n rhaid i fi ofyn a gawsoch chi unrhyw anogaeth gan unrhyw un yn y Llywodraeth i wneud cais am y swydd.
(Translation) To change direction a little bit, I will talk a little bit more about the process of your coming to this post. In response to the Chair’s question, you talked about how you came to that decision. Were you encouraged by anyone in Government to apply for this post
?

Rhodri Williams: Na, ddim o gwbl.

(Translation) No, not at all
. 

Q11 Ben Lake: Gan y naill un?
(Translation) By either Government?

Rhodri Williams: Gan y naill Lywodraeth na’r llall, na. A doedd dim eisiau dim anogaeth arna i. Ro’n i’n ddigon brwdfrydig i fod yn gwneud cais. Pan ymunais i â’r bwrdd rhyw ddwy flynedd yn ôl, roeddwn i’n edrych ymlaen bryd hynny ac yn meddwl, “Wel, efallai y daw yna gyfle fan hyn i fod yn gadeirydd y Bwrdd rhyw ddiwrnod.” Felly roedd yr anogaeth i gyd yn dod o’n hunan.
(Translation) No, neither Government. There was no need for any encouragement. I was enthusiastic enough to throw my hat in the ring. When I joined the board some two years or so ago, I was looking forward at that time and thinking that an opportunity might come for me to be the chair of the board one day. The encouragement came entirely from myself.

Q12 Robin Millar: If I may pick up on something you mentioned, you said something along the lines of, “If no one is watching it, we shouldn’t be doing it.” How do you square that with being a public service broadcaster
?

Rhodri Williams: I do not think that being a public service broadcaster somehow excludes you from having to produce content that audiences want
.

Q13 Robin Millar: A real example is “Noson Lawen”. I do not know what the viewing figures are, but I know that, on my street, above Bethesda, there are people who watch that programme when it goes out on, I think, a Saturday evening
.

Rhodri Williams: It does indeed
.

Robin Millar: It is a world away from the trendy “Fferm Ffactor” or those kinds of different programming, and I suspect that the viewing audience is hugely different. I am concerned that, at a time like this, when a lot of people—especially the elderly—will be at home, taking the approach that not many people are watching something and so we should not be doing it, and just following the critical audience of young people, would take us into a very different space. How do you square that with being a public service broadcaster
?

Rhodri Williams: I don’t think that providing content for young audiences should mean that you give up providing content for other audiences
.

Robin Millar: Good
.

Rhodri Williams: Absolutely not. S4C’s linear schedule is dependent on older people, who are more comfortable watching a traditional television display in their living room or kitchen. I do not think it is a question of doing one at the expense of the other. The challenge, even for an organisation of the size and with the resources of the BBC, is in many senses the same: you have to provide something for everyone. You have to try to provide for a wide range of tastes, but you have to do that in a way that justifies itself. I am perfectly happy that “Noson Lawen” performs successfully on a Saturday night, and I am sure it will remain a part of that Saturday night entertainment schedule for some time
.

Q14 Robin Millar: I can hear the cheers from here. I do not want to dwell on that point; it was just something I wanted to pick up on. I need to move the questioning on. You are clearly an ambitious man, and you are clearly enthusiastic about this role. If the other members of the board were here today and we asked them to describe you, how would they describe you
?

Rhodri Williams: I hope that they would say I have detailed knowledge of, first, the industry in general, based on my experience at Ofcom, and, secondly, the communications industry within Wales, and—if I can put it like this—an understanding of the challenges facing S4C. The independent review undertaken in 2017 was very important and has given us some clear pointers on what we should be doing, and some on how we should be doing it, but the task remains to fully implement that. I suppose the best way to describe it would be to say that we need to make the transition from being a linear broadcaster to being a commissioner and distributor of compelling digital content on a wide variety of platforms
.

Q15 Robin Millar: To that point, what are you seeking from the other members of the board
?

Rhodri Williams: Input into that process of sitting down with a blank piece of paper and saying, “If we were starting today, what would we look like? Where would we prioritise our resources? What kinds of services would we put at the top of the list, and what are the things that might be nice to do but we don’t have the resources to do?” To put that more precisely, the resources are targeted at where they are most effective. The Chairman mentioned at the beginning hearing people coming to London to ask for money. I firmly believe that unless an organisation can look hard at itself and say, “Yes, we are making the best possible use of every pound of public money we receive,” it is not appropriate to be going around asking for more. We need to understand better how that money can best be used to facilitate and promote the use of the Welsh language
.

Q16 Robin Millar: It is really helpful to know that, and I am sure your colleagues on the board will appreciate that kind of clarity when you are working with them. One slight concern, perhaps, is that I would expect in that list for the chairman of a board to talk about the culture of an organisation, but you did not mention that at all. Where is the culture of the organisation held in S4C
?

Rhodri Williams: I think it has been through a process of transition—quite a difficult process, I think, looking back dispassionately. You will be aware that in recent years a decision was made to move the headquarters from Cardiff to Carmarthen and to co-locate broadcast services that currently remain in Cardiff at the BBC’s new headquarters in Central Square. As part of that process, many members of S4C’s workforce would transfer over to the employment of the BBC. I can’t say with my hand on my heart that that process was undertaken in a way that took sufficient care of the needs of staff members. There was a breakdown in the relationship between the authority, as it then was, and the staff. 

It is really only since the arrival of Owen Evans as chief executive that that process has been put right and that it has been possible to start. I am quite realistic about that. I see it as the start of recreating a culture that is inclusive, where members of staff do not feel that the board is a group of people who come together and make decisions that will have a profound impact on their working lives without consulting them
.

Q17 
Robin Millar: Can I pick you up on that point? Again, I am keen to keep this moving on, but thank you very much for your answer. There is a criticism in Wales of a shortage, or a small pool, of people who can be called on to take on senior roles such as yours. Your wife has another key role in that small pool of people, as the Ofcom regulatory affairs manager for Wales. How will you manage the conflict of interests, as opposed to any other form of conflict that may exist
?

Rhodri Williams: Thank you for asking that; I am very glad that you have. It is something that I have flagged up in my application for the role and that we discussed during the interview process. I am totally confident that it does not create a conflict of interests, because Ofcom’s statutory responsibilities in relation to S4C are set out very clearly. They are even more transparent and visible, as one of the recommendations of the independent review was to make it clear to people on both organisations’ websites what the relationships were. None of those relationships involve direct interaction or decision making by me, as chair of S4C, or by my wife Elinor Williams, as Ofcom’s regulatory affairs manager. 

A recent example of a decision by Ofcom that has implications for S4C is the debate about how S4C’s prominence on various platforms should be maintained. That kind of decision has never in the history of Ofcom been taken in Cardiff, let alone by one member of staff. It is a decision that is taken along the river here at Ofcom’s headquarters at Riverside House. Both organisations have processes in place. My primary relationships with Ofcom would be with its non-executives. I am glad to say that Ofcom now has a board member for Wales, whom I have talked to and will continue to talk to. It has a content board member for Wales, with whom I will have a relationship. The primary relationship will not involve my talking to my wife about the issues that relate to our respective organisations.   

Q18 
Robin Millar: Thank you for your openness, which is really appreciated. As you say, you declared that in your application, and I am very grateful. I have a final question—again, it is about the accusation that there is a small pool of people who perhaps move around senior positions. That suggests we could benefit in Wales from having a bigger pool. In this role as chairman of the board of governors, what can you do to encourage fresh talents and fresh perspectives into the governance level within S4C
?

Rhodri Williams: I agree that sometimes it is difficult to find the kind of variety and diversity that one would like at board level. I have sat on both sides of the table in recruiting non-executives. I did that on the Welsh Language Board in consultation with the Welsh Government, and I have done it at Ofcom with colleagues—two non-executive roles in Wales, England, Northern Ireland and Scotland. It can sometimes be difficult, and there is a danger of people recruiting in their own image. There is an unconscious bias of looking for people who look and sound like us, which has to be dealt with. There is a process for scoring applicants. It is perfectly right that there is a process that delivers fairness to all applicants for public jobs, but sometimes I think the scoring mechanism militates against somebody from a different background being successful. One of the things I am very keen to do—as the Department knows, we need to do it urgently—is recruit some new board members to S4C. I am very keen that when we do that, we give thought to these issues so that we widen the pool of people. 

Group-think—whether by a broadcaster, a regulator or anyone else—is a dangerous thing. I can give an example from a previous life. During my time on the Welsh Language Board, I played a part in the appointment of two members. They were key members of the language board. One had learned Welsh fluently, the other came from Essex. His children and wife spoke Welsh, but Colin Baker spoke hardly any Welsh at all. However, his contribution to the board was invaluable. 

Getting people from different backgrounds and different contexts is key. I do not think that diversity is something that you foster in an organisation in order to achieve a policy; I think diversity is there to deliver a better organisation than, in my experience, organisations that are not diverse, in the full sense of that. S4C’s board certainly needs greater diversity, and so does our supply chain. I would like to see more diversity behind the camera in production teams. I would like to see more diversity in front of the camera, on screen
.

Robin Millar: I know my neighbours in north Wales would love to see more diversity in the accents and dialect being used in some of the broadcasting, but we will come on to that later.

Q19 Chair: Just as a matter of interest, in terms of board diversity what is the current gender balance on the S4C board
?

Rhodri Williams: Of the current non-executives, there are two female members and three male. Of the three executive members of the board, there are two female and one male.

Q20 Chair: Will that split carry over into the new unitary board
?

Rhodri Williams: Yes, that is the position in the shadow unitary board, as it currently is. If I am appointed, we will hopefully be able to work with the Department to start the recruitment process for possibly three new board members. I would certainly be looking to bring more diversity into the boardroom during that process
.

Q21 Dr Wallis: Mr Williams, thank you for coming. I am going to ask you about some work that the previous Committee did on S4C’s investments. It lost a lot of money over the last few years due to those decisions. What experience do you have of dealing with investments and scrutinising investment decisions, and as chair of the board how would you avoid the mistakes that were made in the past

?

Rhodri Williams: I will be perfectly honest: I do not have significant experience of scrutinising investment decisions. I have never worked as a venture capitalist or as an investment banker.

Dr Wallis: That is in your favour.

Rhodri Williams: But I do have knowledge of some of those areas. Being able to ensure that the failures that have occurred in the past are not repeated is a process that has already been started. Again, I thank our chief executive, Owen Evans, for having put a stop to the rot, if you like. Between 2012 and 2017, some of S4C’s commercial money was invested in a series of questionable investments that really should not have been anywhere near consideration for an organisation of that kind. 

When venture capitalists do this, they understand that the risks are high and they will lose in a large percentage of their investments, but that some of them will come good. S4C’s commercial arm was not a venture capitalist, knew very little about it, and knew even less about some of the areas that it was investing in. Perhaps worse was what I would describe as a failure of governance. The authority as it then was had insufficient knowledge of what was being done and was not informed about some of the risks involved. 

For instance, one of the key things that the board now has to do is understand and articulate its own appetite for risk with the very small commercial portfolio that it has. If you have a small portfolio, you have to be more careful with it. I do not think the institution
 can afford to take risks. Some of the investments it has made, on the other hand, have been more successful. Money is kept with fund managers, which has returned—at least until this week—a decent profit over the years. Obviously, it will go through a turbulent time now. An investment in property in Cardiff has paid dividends—one of the few of these questionable investments where there has been a successful exit and a return of the capital invested with profit to the institution. The only investment that has been made since then is the purchase of S4C’s old offices, currently still occupied in part by our technical services in Llanishen, in Cardiff. Again, that is proving successful in attracting clients paying rent to use the office space there, and is also providing vital services to S4C to keep the service on air while we wait for the BBC’s transmission service from Central Square to be ready. That service is already running far later than either the BBC or S4C envisaged, but until it is up and running we need the space we have in Llanishen to keep going
. 

It is about understanding the appetite for risk, putting in place robust processes to understand what is being considered and what is being undertaken, and ensuring that—from within the organisation itself and also with expert input outside—investments are made where S4C actually understands what it is investing in. If we do that, we will not be returning double digit profits on our investments, but we will make a modest profit that will pay back into the public fund
.

Q22 Dr Wallis: I want to ask about some specifics. The Committee looked at a number of investments and a few strike me as relevant. Blurrt Media, which was a social media market research company, had an audience sentiment analysis tool, and OobEdoO was developing a video-on-demand service. It is interesting that your predecessor Huw Jones told the Committee, “There were too many investments made in areas that S4C did not have direct knowledge of”, and you have just alluded to that. Video-on-demand audience sentiment analysis and social media are surely areas that S4C will need to become competent in, if it is not already, in order to achieve the vision that you talked about earlier. How will you strike that balance if you are not going to invest in it anymore? Owen Evans told the Committee that you had gone “back to basics” on investment strategy and that a lot of the investments would not now have been made. If you are not going to invest in this type of technology, because it is too risky, and if you are by implication not competent in that area yet, how exactly will you achieve that vision that you talked about earlier
?

Rhodri Williams: I think the answer to that is to work with other people who have invested in it and use the tools that they themselves have. For instance, it would be madness for S4C to think of inventing its own social media platform. What it needs to do is to make use of the amount of money that has been spent in order to develop the leaders. TikTok, Facebook and YouTube are businesses that have eaten up millions and millions of pounds, or dollars probably, of commercial investment, which is perfectly appropriate, but they are not the kinds of investments that are appropriate for a publicly owned institution. I think we have to look elsewhere to learn how best to use those tools, how best to understand audience behaviour and how best to take advantage of that. But thinking that we can invest in start-up businesses that aim to compete on a world platform in those areas is, frankly, naïve. The sooner the better—well, it has already happened, I am glad to say: S4C is no longer considering making any investments in areas such as that. That will only be of benefit to the service, because we won't be losing the amount of money that has been lost in the past. We have lost in excess of £4 million and that is money we can ill afford to lose. It is a shame that it has happened, and it must not happen again. 

Q23 Dr Wallis: But if
 you don’t have the confidence required to make commercial investments in these areas, how can we trust your organisation to make the operational investments in these areas

? 

Rhodri Williams: As I say, you can make use of market-tested technologies that already have been invested in and have been deployed. What we are expert at producing is content. Getting that content to users is where we have skin in this game. I don’t think we are in the business of inventing new platforms or finding new ways in which to distribute that content. In fact, it is a bit of a challenge for us to keep up with the number of platforms that there are out there. It is a question of stick to what you do best. What we do best, at our best, is produce compelling content in Welsh. I think we need to stick to that and ensure that we can actually produce content that is good enough, that people want to see, whether that is on S4C’s linear channel or on YouTube or Facebook or wherever. We need to keep our focus on that and not kid ourselves that somewhere over here, we can play at being investment bankers and venture capitalists, because we are not
. 

Q24 Rob Roberts: I think it is time for our translation services
.

Beth ydy’ch asesiad o’r gostyngiad o 14% yn y gynulleidfa teledu? Oes ’na bosibiliad o droi’r trend yna yn ôl, neu ddylen ni hyd yn oed fod yn trio mynd yn erbyn y trend o gwbl? Ydy honno’n frwydr sy’n amhosib ei hennill? Ac yn fwy cyffredinol, beth ydych chi’n meddwl fydd y sialensau mwyaf yn y dyfodol dros y tymor hir?
(Translation) What is your assessment of the reduction of 14% in the television audience? Is there a possibility of turning that trend back and reversing it, or should we even be trying to go against the trend? Is that a battle that is impossible to win? More generally, what do you think would be the greatest challenges in the future, in the long term
? 

Rhodri Williams: Dwi’n credu bod y newid yna sy’n digwydd yn y ffordd y mae cynulleidfaoedd yn ymwneud â theledu llinol yn anochel. Dwi’n credu ei fod e’n digwydd ar draws y Deyrnas Unedig i bob un o’r darlledwyr gwasanaeth cyhoeddus, hyd yn oed i rai o’r darlledwyr masnachol. Dwi ddim yn credu bod modd gwrthdroi’r drefn yna. Dwi ddim yn credu bod cynulleidfaoedd yn mynd i gyrraedd rhyw bwynt ac wedyn yn mynd i godi eto. Dwi’n credu mai’r hyn rydyn ni’n mynd i’w weld yw parhad o’r duedd lle mae rhagor o bobl yn ymwneud â chynnwys ar wahanol lwyfannau. Rydyn ni’n gweld yn glir iawn bod gwaith diweddaraf Ofcom yn y maes yma yn ei osod e allan yn glir iawn sut mae cynulleidfaoedd yn symud i ffwrdd oddi wrth y sgrin deledu draddodiadol i fod yn defnyddio ffonau clyfar a dyfeisiadau symudol eraill i weld cynnwys. Dwi ddim yn credu bod pwrpas brwydro hynny, achos mae’r duedd yn mynd i barhau.
Mae ’na eithriadau’n mynd i fod, wrth gwrs. Ar adegau penodol, mae ’na ddigwyddiadau. Dwi’n meddwl yn benodol am chwaraeon, er enghraifft, ond hefyd, ambell waith, etholiadau cyffredinol a materion gwleidyddol sy’n denu sylw pobl. Mae ’na adegau pan mae pobl yn troi at deledu yn fwy, ond yn gyffredinol mae’r duedd honno yn mynd i barhau. Y sialens i ni yw sicrhau bod gyda ni gynnwys sydd yn ddigon da ac sydd wedi’i gyflwyno yn y fath fodd i ddenu’r cynulleidfaoedd ar y llwyfannau newydd hynny. 
Dwi’n credu, yn y gorffennol, bod darlledwyr—dwi ddim yn meddwl am S4C yn unig fan hyn—yn meddwl bod y cyfryngau cymdeithasol a’r hyn oedd yn digwydd ar y we fyd-eang, yn rhyw fath o atodiad a oedd yn helpu’ch gwasanaeth teledu chi, ond nid dyna beth yw e. Maen nhw’n wasanaethau gwahanol sy’n sefyll ar eu liwt eu hunain, a dyw’r bobl sydd yn ymwneud â’n cynnwys ni ar lwyfannau digidol ddim wedyn yn troi at y sianel llinol i weld rhagor. Maen nhw’n gweld yr hyn maen nhw am ei weld ar y llwyfannau digidol. 
Dwi’n credu mai Ben soniodd yn gynt am lwyfan Clic a’r gallu i bobl fynd yn ôl i weld hen gyfresi. Soniais i am gyfresi drama sydd ar gael fel box sets ar y llwyfannau hynny. Dyna’r sialens i ni: sicrhau bod gennym ni ddigon o gynnwys da, a bod y cynnwys da hwnnw yn cael ei ddosbarthu yn y modd sy’n ei wneud e’n ddeniadol i bobl ifanc. Ond, fel soniodd Robin reit ar y dechrau, dyw e ddim yn fater o wneud hynny ar draul cynulleidfaoedd sydd yn hoffi gweld teledu traddodiadol. Mae’n rhaid gwneud y ddau beth. Y cwestiwn i ni fydd, faint o un peth ydyn ni’n wneud o’i gymharu gyda rhywbeth arall, a chael y balans hwnnw’n iawn. Ac mae hynny’n mynd i fod yn anodd.
(Translation) I think the change that is happening in the way in which audiences are engaged in linear television is inevitable. I think it is happening across the United Kingdom to each and every one of the public service broadcasters, even to some of the commercial broadcasters. I don’t think that it is possible to reverse that. I don’t think that audiences are going to get to a particular point and then rise again. I think what we are going to see is a continuation of that trend, where more people become involved with content on different platforms. We can see very clearly here that the latest work undertaken by Ofcom in this area sets out very clearly how audiences are moving away from the traditional television screen to being users of smartphones and other mobile devices to view content. I don’t think there is any point fighting against that, because the trend is going to continue.

There are going to be some exceptions of course, at specific times. There may be events. I am thinking specifically of sporting events, for example, but it could be general elections and political issues that attract people’s attention. There are times when people turn to the television more, but in general terms, that trend is going to continue. The challenge for us is to ensure that we have content that is good enough and which is delivered in such a way that it will attract audiences on those new platforms. 

In the past, broadcasters—I am not thinking only of S4C—have thought that social media and what was happening on the worldwide web was some kind of add-on that might help a television service, but that is not what it is. They are different services that stand alone, and the people engaging with our content on digital platforms do not turn to the linear channel to see more. They can see what they want to see on the digital platforms.

I think it was Ben who talked earlier about the Clic platform and the ability for people to revert to seeing old series. I mentioned the drama series that are available as box sets on those platforms. That is the challenge for us: ensuring that we have sufficient good content, and that that good content is distributed in a way that makes it attractive to young people. But, as Robin mentioned at the very beginning, it is not a matter of doing that at the expense of audiences who like to see traditional television. We have to do both things. The question for us will be how much we do of one thing in comparison with something else. Striking that balance correctly is going to be difficult
.

Q25 Rob Roberts: Siŵr o fod, a dyna oedd y cwestiwn ychwanegol oedd gen i. Mae’n anodd ffeindio’r balans rhwng apelio at y bobl ifanc heb ddieithrio’r gynulleidfa fwy traddodiadol. Lle ydych chi’n meddwl fydd y balans yna? Ydy hynny’n rhywbeth arall rydyn ni’n brwydro yn ei erbyn?
(Translation) I am sure it is, and that was going to be my additional question. It is difficult to find the balance between appealing to young people without alienating
 or excluding the more traditional audience. Where do you think that balance will be? Is that something else that we are fighting against?

Rhodri Williams: Fydden i ddim yn ei ddisgrifio fe fel brwydro yn erbyn, oherwydd dwi ddim yn credu bod modd brwydro yn ei erbyn e. Mae’r newid mewn ymddygiad yn rhywbeth sydd yn digwydd, a’r sialens i ni fel corff yw ymddwyn mewn modd sydd yn gweithio gyda’r newid hwnnw, ddim yn ceisio ei wrthsefyll e. 
Soniais i yn gynt am ddechrau gyda dalen lân, dechrau o’r cychwyn a gofyn be ddylai S4C edrych fel pe bai e’n cael ei greu heddiw. Mi fyddai ’na raglenni sydd yn ymddangos ar hyn o bryd yn yr amserlen llinol yn rhan ganolog o hynny. Dwi’n meddwl am chwaraeon: dilyn tîm pêl-droed Cymru, tîm rygbi Cymru, chwaraeon gyda merched, sydd nawr yn cael ei amlygu ar rai o’n gwasanaethau, neu chwaraeon gan dimoedd iau na’r prif dimoedd. Mi fyddai’n cynnwys cynnwys o wyliau fel Eisteddfod yr Urdd neu’r Sioe Frenhinol, rhaglenni ffermio a materion cyfoes. 
Mae’r pethau yna yn dal yn mynd i fod yna, ond ar yr un pryd mae’n rhaid bod yna ddarpariaeth newydd sydd yn cael ei gynnig i bobl ar lwyfannau eraill. Wna i ddim cuddio oddi wrth y peth: mae e’n mynd i olygu dewisiadau anodd yn y dyfodol agos ynglŷn â ble ydyn ni’n gwario’r arian sydd gyda ni. Wrth gwrs, pe bai rhagor o arian ar gael mae yna ragor allwn ni ei wneud, ond y man cychwyn yw edrych ar yr adnoddau sydd gyda ni ar hyn o bryd a sicrhau’n hunain ein bod ni’n defnyddio nhw er budd gorau cynulleidfaoedd.
(Translation) No, I would not describe it as something that we are fighting against, because I do not think that it is possible to do so. The change in behaviour is happening, and the challenge for us as a body is to conduct ourselves in a manner that works with that change, not to seek to withstand it. We have to continue. 

I talked about starting with a clean slate and asking what S4C should look like were it to be created today. There would be programmes that currently appear in the linear schedule that would be a central part of it. I am thinking of sports: following the Welsh football team, the Welsh rugby team, female sports, which are now on some of our services; and sports for teams younger than the main teams. It would include content from festivals such as the Urdd Eisteddfod or the Royal Welsh Show, farming programmes and current affairs programmes. 

Those things are still going to be there, but at the same time there has to be new provision that is offered to people on other platforms. I will not hide from the fact that it is going to change, resulting in some difficult choices in the near future about where exactly we spend the money that we have. Of course, were we to have more money available we could do more, but the starting point is to look at the resources that we have currently and ensure that we use them to the best benefit of our audiences.

Chair: Diolch. Thank you. Do any other Members have any final questions to ask? If not, thank you, Mr Williams, for your time and for your very frank and full answers. My thanks to the translation team as well. We will bring the hearing to an end and go into private session.
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