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Introduction

This volume presents the final reports on the case studies in the ten organisations
whose practice in the areas of the research was investigated (including the detailed
report on the second-stage project in Norwich Union, which involved an application of

the IVM™ methodology).

The structure of the case study reports

Allowing for essential differences in the nature of the organisations, the presentation of

the reports follows a generally similar pattern, designed to put the

reader in possession of the essential facts and to allow comparison among the different

organisations:

¢ An outline of the organisation’s background

« Its objectives, strategies, mission, vision - or whatever else it uses to define itself
and what it seeks to do

e Its structure and culture

¢ Its information products (including its electronic products in the form ofweb
sites and intranets)

¢ Costs and budgets for information products (so far as ascertainable - the range is
from a complete set of figures to an indication of magnitude)

* How decisions on information products are made

¢ The organisation’s information resources and how and to what extent it draws on
them to create information products

¢ The people responsible for information products, and how the organisation
provides for such specialist skills as writing, editing and design

¢ The approach to visual presentation

¢ The technologies used in creating information products

¢ How the organisation tests, monitors and evaluates its information products,

including any attempts to establish cost-effectiveness.



Each case study concludes with a section titled “Evaluation” in which [ make my
own analysis of the sirnadon as described, identifying positive fearures and those
where there i3 reason o congider there are unresolved problems, opportunities not yet
taken, etc.

The format of the reports is in fact very similar co that which I would write for the
client at che conclusion of a consultancy assignment - and indeed it was part of the
agreeinent with the organizations ac the start of each study that such a ‘report o
management” would be presented, as a guid pro quo in exchange for access and tme
provided by the organisation, Agait, as [ would do in a consultancy assignment, 1
presenced interim drafts to allow the “client’ to check for errors of fact, omissions and
misinterpretations, while safeguarding oy right to comment in the light of my own
understanding, even if the organisation, or some of the peaple interviewed in ir,
dizagreed with the comments. In practce, organisalions were ready 1o devole a great
deal af care to ensuring factual accuracy, and {apart from the disaster case study
described in Chapter 12, which had to be abandoned at a fairly early stage because of
irreconcilable differences over my fresdom in fhe macrer of evaluation} on only one
occasion did an individual indicate some disagreement with a comment in an

evaluatron.

Influanca of the researcher's background = advantages and dangers

The fact that parts of my career experience and backeground are simnilar ta

those of many of the people interviewed in casestudy organisalions., pur me in a
situation that has both advantages and dangers. It also meant chac I could nog maingain
the role of a neutral asker of set questions, even had [ thought it desicable; the
Interviews during the case studies have been exchanges of views and experience as
between colleagues, motivated o my side by what Buchanan et al. describe as a
‘sincere curiosity about the lives and experiences of others™.

Experience of doing a similbar job co the person being incerviewed was
adwantageous in establishing an easy foocng of prafessional understanding, in gecdng
quickly to essentials, and in ‘speaking the same language”,

The dangers lay in the fact chat experience conditioned the kind of questions [
aslked; that in turn could lead to assuming that | fully understood the answers, instead
of asldng the naive questions [ waouwld ask as an cutsider, which might reveal something

differenct from my expectations {the only instance where | can ask outsider questions is



when talking with IT/IS professionals). Again, the fact that I started with some

assumptions and tacit ‘theories’ based on experience (as described in Chapter 4), put

me in danger of trying to fit facts to preconceptions, or making premature judgements.

An example is my initial assumption, born of that part of my career which has been

spent in promoting ideas about information management, that having an information

management function, managed by information professionals, is a necessary condition
for organisations being able to make successful use of information, including using it in

their information products. That one turned out not to be true in the light of what I

found in some of the case study organisations.

[ have tried in various ways to avoid the dangers of imposing interpretations that
do not match the facts:

1 The ‘theory’ of the role of information products and presentation was not
developed until the case studies were nearly completed. It was then used in
looking at the findings from the case studies, after sorting out what they
actually are - as described in the introduction to Part 3, this was a process of
comparison which tests both the theoiy and the actuality.

2 In writing the case studies, as explained above, I submitted successive drafts to
very patient and tolerant people in the organisations, so that everyone involved
could check the parts to which they had contributed for factual accuracy, and
judge whether my interpretations were a fair account of actuality as they knew
it. In my own concluding evaluations, I used in an informal way the
propositions set out in Chapter 4, together with criteria relating specifically to
the information products themselves. These, like the ‘theoiy’, have grown over
the years from experience, reading, and discussion with interested professionals
from various disciplines, and have finally been fairly coherently formulated as

shown in the checklist below.

Information products - an evaluation checklist
1 The role of the product:
+  What is the purpose of this product in relation to the organisation's objectives?

« How are its readers meant to use it?

2 How it fulfils its role:

* Does it tell the readers what they need to know in order to use it as intended?



= [Coesit give Tem:
The right amaunt of detail?
Too much?
Too little?

= [Dwpes it present information in a saguenca which:
Makes it accessible?
Facilitates understanding?
Halps readers 1o act a3 intended?

* [oes the presantation match the experience and axpectations of readers in
raspect of:
Vacabuiany?
Sentence structure?
Mumerical data?
Graphics?

*»  [Does the typography support the ways in which readers need to use the
product, in respect of
Legibility/readamiling?
Usa of spacing as an aid to comprehension?
Choice of farmat?
Measure?
Choice of typeface?
Consistency of treatment of irformation elemans?
Flaking the structure of the product clear?
Guiding readers through the sequence in which information is presented?

= [Does the method of reproduction meet the purpases af the product and the
naads of the reacars?

*  Are the materials appropriate for the purposes of the product and the needs of
the readers?

Refereanca

Buchanan, I, Boddy, [}, McCalman, ] (1988)

'Getting in, getting on, geting oul, and geiting back'
In A Bryman [ed) Deing ressarch iw orginizd [Ross
London: Rowtledge



Case Study 1
ActlonAld

Background

AetionAid was founded in 1972 in the UK, with the aim of helping children in the
world's poorest countries through a programme of building sponsorship links between
individual children and families in the UK Today it works in more than 30 countries
wiith over 5m of the world's poorest pecple in Asia, Africa and Latin America {there are
also ActonAid funding-partner organizations in Ireland, France and Spain, and a branch
im Italy. It now has over 120,000 supporters and is the UK's third largesc development
agency, with approximarely 2500 employees throughout the world. They seek to give
direct support to the communities in which they worle; they are described as “giving
credibility (o the organlsation's power to communicace, to give a voice to the poor to
influence governments,’ The communication of information is seen as an essential part
of the task of its fisld workers, both in feeding informadon o and receiving it from
their ¢entral organisation, and in interchanging it with one another; and In {08 external
relaons the organization as a whole depends critically on presenting information, by
means of information products of various kinds, to those whose support it seeks, from

Individuals and schoals o narional governments and international bodies.

Vision, mission and organisational values

ActionAid currently (1999) defines its vision in these cerms:

'‘ArdonAid’s vision is a world without poverty in which every person can exercige their
right to a life of dignioy.’

and ifs mission as to:

“work with poor and marginalised people to eradicate poverty by overcoming the

injustice and incguity that cause It

The organisational values vo which it is commitied are:
Mutuad respect, recognising the innage dignity and worth of all people and the value of

diversity




Cage sTady Actiondisd

Fouity and fustice, requiring us to work o ensure that everyone - irrespective of sex, age,
race, ¢colour, class and religion - has equal opportunicy for expressing and utilising
therr potentdal

Homesty and transparescy, requiring ws o be aocountable for the effectiveness of our
actons and open in our judsements and comimunicatons with athers.

Satidarity with poor atd marginalised people, so that our only bias will be 3 commitment
o the interests of the poor and powerless.

Courage of comvierion, requiring us to be creative and radical, without fear of failure, in
pursuit of the highest possibic impact en the causes of povercy.

Humility, recognising thac we are a part of a ligger alliance against poverty and

requiring our presentation and behaviour to be modest.

Goals and objactives

The goals which ActionAid sets itself, all dependent on information for their

achievement. are:

¢+ Empowering the poor to secure basic needs and basic vights

+« Promoting basic righes

s Besponding to emergencies and complex conflict

+ Building alliances in civil society

» Linking North and South 1o fght che injustice of poverty wherever its causes can be
mast cffectvely attacked

¢+ Promotng pro-poor approaches to development ¢ooperation — targeting donor
governuments to promote consistent pro-poor and rights-hased agenda in policies
affecting poor countries

» Reform of such multilateral institutions as W1, World Banl:, TMF and the EU in
favour of the poorest [eg ending support for narrow costrecovery mechanisms and
targetled investments; debt-relief mechanisms for all indebted countries)

s Developing ability to influence large private corporations (a new area for ArtionAad,
in which it seeks to gain experience through worldng with a few Arms)

s Addressing the root causes of gender inequity, expressed in the increasing
malnutrition of women and glils, and the decline in women's access to farmland,
water, fircwond, grazing ground which have resulted from cost-sharing policies to

meet donors' requirements for reduced social spending

(101



Cagestudy  ArticmAid

s  Working with wormen and men to find mutually empowering solutions to gender
imbalance - seeking to build on local realities of gender interdependence, helping
women to build confidence and skills, and use them to gain wider influence

The organisatdonal objectves and scrategies co support the achievement of the goals
are to:

a Develop the existing culture of openness, self-<criticism, boldness, Hexdbility, abilicy
o change; bulld a suppertive rather than directve culture, with willingness to
learn together and from others

« Develop internal and external communications strategy for agreed Idencioy and
protile

» Screngthening devolurion and decentralisation; core minimum organisational
standards; furcher regional devolvement and accouncability; investment in systems
tespecially IT) to cncourage lateral communicarion and spread of information

+ Maintain sponsorship financing and develop new methiods of funding

« Dewvelap gystems and sldlls to ensore that AcdonAid staff work as eflfectvely across
departmental and programme boundaries, and with external stakeholders and
parcners, ag with colleagues in their own departments. Cross-functonal team
working, matrix managemesnt

v Develop an insdoutional framework for gender within ActionAid.

The davelopment of corporate strategy

At the time when this case study was initiated {in mid-1994) the organization was in
the process of developing a new corporate strategy. The immediate context wis
provided by an outline of the Chief Executive's vision for the decade, produced in 1992
{Moving forwerd fn e minetesl Features of chat vision included: "a commitment to
enquiry and learning, both from donors and from beneficiaries”, recognition of the need
to communicate knowledge and understanding as well a3 to mobilize and use
resources’, a collaborative approach to other otganisations, and pragmacic decision-
making about the means of delivering both resources and messages,

Ower the period of the stedy, Actionddd's strategy has changed and developed in
response to change in the outside world with which it deals in its work. [t has moved
cowards the premise thar poverty is not inevitable but is “fundamentally a result of

choices made over time about how to organise soceties’. This leads to the

(1]




Casae stady ArLionAid

understanding that poverty cannot be overcome in a sustainable way by addressing
onby ita visible symptoms; for that, poverty must be addressed in terms of its cavses,
which lie in such forces ag the institutions of states, the market,’and socety, which
operate in various ways in different places to maintain and exacerbate inequality and

injusdce.

Communication as part af the strategy

As part of its first corporate strategy, in 1995, ActionAid defined its communications

aims as to:

« Improve communicadons abilities in programmes, publish glohal communications
materials about field experience to help stalf to share and bear,

« media campaigns on policy and research and influencing work; develop matertals
for usge by supporters in reinforcing the influendng agenda.

v Demonstmate the “human side” of itz worl, by publishing stories from its experience.

v Ensure that all communications materials and acrivicies reinforee fundraising
priorities and have consistency in message and qualicty, complying with best
practce and corporate standards,

v Build plobal statf understanding and commicment through effective
rommunications mechanisms, including intemal publications,

»  Use video effectively for internal and external communications.

» Maintain corporate standards in communicarions marecials chroughout the
OTEAsA oL

s Develop regular and approproate measurements of the effectiveness of main
communications actvities.
These aims were amplified in 1999 by strategies drawn up [or interoal

communications and international publicity (Ineemotional Medin gnd Pablicity Strategic

Flan 1997 -2000 (1997, Communications 000 [1998), Intermal Commumicebiems Shrdemy (1999 -

1 The corporate seracegy for the period 1999-2003 (Fighting poverty tometizer, Actiomdid's
strategy 1999-2003, May 1993 sayvs straightforwardly chat "The slender asset base of poor
and marginalised people makes them particularly vulnerable o the vicissicudes of
world markes, And the dominacion of poor counrries by rich couneries and privace
cotrpomations massively reduces their abilicy toe pursue policies that fawaur the poor.

13



Case study ActtonAid

based on research on intermal communications carried out in 1997; work was being
done simultaneously on Communictiiots 2000 and che internal communications
srrategy), All these strategies imply even more strongly a ley role for the use of
information in their achisvemnent, and require, explicitly or implicitly, information
produces directed both to the ourside world and to the organisation itself.
Communications J0(¢ (drawn up by a group of scaff from six countries where
ActionAid works} answered the question "Why should we pay attention to
communication?' in two ways:
« To provide information required by others so that they may do their jobs more
efficiently
+ Toshare information that adds to the organisation's learning on how to achieve its
mission most effectdwvely.
Itz analysiz of the situation showed weaknesses in relation te:
s Lateral communications within regions and between programmes in different
reglons
« Lack of corporate information and direction from the centre

# The fact that channels of communication were paper-based,

It proposed three projects to improve matters:

1 Agenda [the existing staff magazine), should be further developed with an
ingernational editorial panel

2 A new product -Builstin - for management material, which could be used for team
briefing - to be introduced in 199%, ik both printed and electronic form [on the
organisational intranet}

2  Alearning-based magazine, with intranet appllcatdon, (o be developed for launching
at the start of 2000,

Staff commumnications skills and access to communications were shown o vty
greatly from country to country; existng standards were rarely used; and there was oo
measure of how open and honest communications were. Proposals for improvement
included developing core communicarions standards and applying them throughout
the organisation, identfying core communications skills, and providing training in
them.

13




Case study Actioohid

Cosrtitfoa tioss 2008 also drew artention Lo thres informarion resources whose
management has critical communicadons implicatons: the hiscory of ActonAid, its
organisational experience, and itz decision-making. 5o far as the first is copcerned, two
appointments to manage the charity's archives were made to the Resource Centre,

The UK Inzernal Communications Strategy {Felbruary 199%) proposes as objectves that
all sraff should:

v Ildentify with and feel they belang to the organisation

« Understand the objectives of ather departments and how they it with their own
« Be clear about their own departmental, ream, and individual objectves

« Use the methods of communication fnost appropriate ta the audience and the

MgSRaEes.

All staff should have access to a full range of tools and to systems which are able to
cope with change. The language vied in documents should be simple, and the use of
jargon appropriate. Lengthy documents should have a brief summary of the key
messages. Dpen twoway communication (faceto-face wherever possible) should be
actively used, with electronic tools to promote speed and efficiency and cut down the
amount of paper produced.

An appendix to the scrategy sets out mechods for carrying cut communication
activities, who does what, and standards for information products and tools. These
include che intranet, where the responsibilides are shared between
¢+ The IT Department and Website Editor
¢+ Departmental representatives (providing information to Website Edicog)

¢+ UK Internal communicadons for overall management of the svitem.

The content of the intraner is described as ‘manuals, standard documentadon.
departmental updates and information relevant to ocher deparmments’. It appears that
a8 yer there is no-one with responsibility for information-managerment decisions on the
structure of intranet, eg to facilitate finding information.

Orther Appendices ser out 'Six things to consider when communicating to stafl;

What do T want the communicaton to achiewve?

2 What iz the main meszage that [ want to ger across?
3  Whatlhow does the arger audience understand feel about this topic at the

Inament?



Case stady ActiandAid

4 What methods of communication will best deliver the message?
Whart are the key dates for actions?

& Who will be doing what?
and define archives policy for ActionAid UK

The Fternational Media and Publicity Strategic Flan has as its objectives:

e Develop a more explicic supporter communications strategies and products for
different audicnces

#« Promote exisiing and new marketing produces and appeals through mags media;
style and messages of new products to be consistent with image and promoton
strategies

+ Enable other divisions to communicare effectvely with andiences through
providing high-qualicy services

#  Generate human interest stocies and features; develop in collaboragion with [T
division efficient clectronic storage and retriesal systems

« Provide channels of mass staff communication, develop communications skills and
standards

» Develop core commurications standards for all constiment parts of ActionAid,

dMeering these objectives 15 the responsibility of the International Marketing and
Publicity Division, whose role in the organisation is described below.

Organisational structure and culturae

There have been many changes in the crganisational structure of ActionAid over its 23
years of existence, which have reflacted chanpges in the external and inrernal context of
its work, and parcculachy che role of advocacy within it. Among the MO Important
changes was the spreading of decizion maldng to the regional level in countries in
Africa and Asia where ActonAid worls, so that it is exercised in multiple centres - a
chanpge with implications for information produces among other things.

Up to 1992, the charity had no department of communications or of information; in
a period of erganisational change before chat cime, these responsibilities had been
handled in the Fund Raising and Public Policy Departments. It is reported that under
this dispensation, some very effective work was being dome for discrete audiences. such
as politicians, the media and schools, but thar certaln essendals were not provided far,

15]
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1 There was nothing at the 'corporate core' to form the basis for a communication
policy.

2 A core briefing abour the organigation was lacking,

3 WMo manager or department had functional responsibility for internal

COMIMLRIcAOons.

Some of the changes in progress when the prosent study began aimed fo address
these structural issues: a new department - International Marketng and Publicity
(IMAP) - was set up early in 1994, its responsibilities today include external
communications, campaigns, development education, press and public relations,
mainrenance of the corporate identity, and cditorial and creative services for ehe UK
markel. [t produces fact sheets and the supporter's magazine, and runs the ActionAid
web site. It also offers consulaney oo country programmes, which are taking more
decisions and becoming more sophisticared in this area.

Information management has had varying fortines in the organizacion; a Resource
Centre which exisced in the 1970s was later disbanded. ln & pericd when it appears
there was not much commitment to information in the organisacion, Reestablished in
1942 as part of the Internarional Division, its functons were then to:

1 Provide support for counery programmes, for the interchange of information witlin

AccionAid, and for awareness by ActionAid of other relevant agencies.

2 Act as a central information unit for UK staff, holding in-lowse and externally
uriginatng material.

By the end of the case-study period, the Centre had become a scparale department
within the Policy Division a change made during a restructuring of the Division, with
the aim of ensuring that the Centre should be seen as an all-agencyr resource rather

tham one solely for the Policy Divigioo,

Chrganisational culture

ActionAid is unusual among organisations in defining the culture it secks 0o achisne in
its work, which it expresses as being one of 'openness, selfcriticism, boldness and
Hexibility’, comnbined with the ability to change. The 199% corporate strategy adds co
this the need for an ‘empowenng' organisarional culture, in which sraff ‘work
crearively with and leamn from colleagues, pactoers and other organisations”,

18]



Case 3ludy ArricnAkl

Change ln organisarional culture can be diffioult to achieve in woluntary
organisations, and in this parteular case, it was perceived at the start of the study
that the International Marketing and Publicity department had not been in existence
for long enough 'to get an internal change in communications'.

To help promote cultural change, "walue workshops' to which all staff have access
have been run since 1996, They deal with how the values have been arrived at, why
they are needed, their impact on day te day work, and action planning to ensure that
they are applied in work.

Information products

The ActionAid policies described above mean that decisions about many information
produces are ralen in countries and regions in the light of local requirements, 1€ 1s nor
pogsible in the context of the presant research to look at the whole range of such
produces; the focus here must be on how ActonAid in the UK manages the information
products directed to its outslde world, and on incernal products for it is responsible,
including those which have a bearing on the factors which influence information
products.

First, some initiatives need to be described, because they are relevant in various
ways to how information produces are managed.

in 1994, shortly before the start of the case study, an “audit” of the whole mnge of
information products created by all departments of ActionAid was caried o by an
information working group, whose cwerall remit was bo:
e [dentify constraints in producing and disseminating information within ActionAid
¢ Identify gaps or surplus in information production and disseminaton
+ FRecommend changes in the light of the Gndings
s« FRecommend a system of 'organising principles’ for information managenment.

Ome of the outputs was a marrix of the whole range of products with brief degails
for each of the audience, the people responsible tor the product, and comments on
associated problems. The problems idencified included the need for human Incerest
marterial in many products and the ad hoc way in which it was acquired and used; the
lack of a regular system for getting information on the policy and operational
environment; the failure o assign ‘ownership’ and responsibility for specific kinds of
information; and the need for standards and quality conorol. (It was illuminating to

7
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learn that by the end of the case study the report of the working group could no
lomger be found; an instance which certainly reinforces the recommendarion in the
communigations strategy for an archive and records of organisational decizions.)

In 1993, & cross-divisional Programme Information Group was set up, essenfially to
address some of the problems identified by the worldng group. Its terms of reference
were to provide a forum where issues and problems of acgess to and provision of
programme information could be identified, discussed and resolved, in order fo make
the use of such information more effective.

The Group crearted a guide which identified departments and contacts holding
programine informadon,

A vear later the Resource Centre carried out a survey, on the lines of an informaton
audit, which addressed another aspect of the issues; this aimed to establish
information needs across the agency, © create a profile of information use, identity
gaps, and make sugzestions and plans e improve and facilitate dizssemination and flow
of information round the organisabon.

And finally, part of the development of the communications strategy was an audit
by Markering Department, designed to provide a basis for measuring the cifects of
change.

We turn now o loak at the main external and internal information products,

Products for external readership

Camman Cause

Two isgues per year] 4 magazine for supporters, also used for internal communicadaon.
A4 format, news items, short articles; recent introductons include readers’ letrers and
'Fact or fiction” examination of common perceptions of third world poverty, Three
column grid. flexibly used to allow eicher three equal columaos or onc wide and two
narrow, Justified secting for more formal features; news items unjustified. Strong use of

calowr and high quality halftones.

Jumrnalists' Builetin

A product which highlights key issues; produced by the Edicorial depariment and the
Press Office. Information for it comes from people actually o e spor in die councties
concerned, and is handled by che Emergency Unit which deals with critical issues.

Daily meetings on urgent issues are held between the Editorial deparoment, the Press

[14]
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Office and the Emergency Unir, and all issues of the Bulletin have 1o be signed off by
the operations manager in the Emergency Unit. A4 four-page folder, four-column grid.

Keeping good company

Sponsored by Barclay's bank, this product is a corporate document for businesses,
desigived to inteoduce ActonAid to them and to other major donors, 1t fearures
companies which support ActionAid through project sponsorship, joint promotions,

efc.

ActionAld week schonds pack
Brochure and collecting box for children, with activities associated with ActionAid

weel,

[ntroeductory leaflet
A4 mate-folder leaflet, with minimal text, and halltones, Third leal is FREEPOST card for
potential supporters.

Fund-raising project leaflets
These deal with prioricy projects, and are based on material supplied from the
countries concerned.

Research. Briefing papers for external andiences, for example for conferences such as
the Sodal Summit, Bretton Woods. Mainly produced by the Northern Affairs Unit, the
form of presentation depends on the budget and ranges from high-qualicy production
[sometimes supported to external funding) to photocopying. Some examples are
described below,

LISEenimg & sealler vodces

A report of research into the roles of countries in children in developing countries and
the work that they undertake at the houschold lewvel, funded by the Overseas
Development Agency. The major study was carried out in Mepal. and the fndings
indicated. among other things, thar environmental degradation has compounded
economic stress within howseheolds with oesultant lncreased pressure on children, that
the specific needs of children within a household are oot usually understoeod or
acknowledged. that poverty can exist wichin wealthier households for some of their
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members, that girls do the hardest work and have the least say and least access to
cducation, and that development work may “Inadvertenty increase the poverty gap'.

Ad, tworcolumn grid, twocolowr. Strong use of diagrams, line drawings, half-tones.
'maps’ and tables; chapter 'icens” basged en children's drawings.

The Reality of Aid
An annual review produced by ActionAid on behalf of nongovernmental ocganizatons,
ICWA (the Tnternational Council of Voluntary Arencies| and EURDSTEP jan associarion of
NGOS from 15 European countries, working for justice and equal opportunities for
people North and South). M contains reports from KGOs on how aid from OECD denor
countries is spent, and presents summaries of kev facts and Ogurss,

A4, fourcolumn grid (left-hand column used [or aucthor decalls, notes, ete);

numerical and text tables, graphics.

REFLECT Mother Manual (1996] and Literacy in dreles? ActonAid working Paper No.2,
Fiedrich, M (1996

ActhonAid has supported a grear deal of worlk on lizeracy, based on the REFLECT
Merhod? which involves members of iteracy groups in creating the materials from
which they learn. The Manaal presented guidelines for adapting the method in
different settings, and by 1997 BEFLECT was in use in 25 counfries. Actionaid itself
cartied out action research in three of the countries, which indicated that REFLECT
groups achieved preater success than contrel groups using traditicnal methods; they
alzo showed greater sclfrealization, confidence, understanding and readiness to take
action.

Fiedrich's paper is a follow-up which analvses the risks of distortion around issues
of participation and cmpowerment and the power reladons which affect the
commitment of implementing agencies to handing over the agenda for change to poor
communities. He analysed the Actioniid research in Uganda in the year after the
original projece, Whike finding that half the pardcipants in the second year of learning
were reading and writing in everyday life, he guestions the broader context. He

4 BEFLECT stands for Regenerated Freirean Literacy through Empoweritig Community
Techniques; the theoretical framework was developed by the Brazilian Freir, and a

pracrical methodology, based on Pardeipatory Rural Appraisal was added.
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advocates asking what use of literacy learners want bo make but cannot achieve
without institutional support, and asks if literacy of itself can really empower. He
attributes the unease of ActionAdd when facing local power dynamics to ‘A romantic
but naive perception of rural society’, poses the queston of whether exploitation or
‘social exclusion” is the main cause of poverty, and concludes thar the REFLECT
programme ‘replicates dominant ideology.’ These comments point to the core of
ActionAid's values, while the fact that ActionAid self published a report of chis kind
exemplifies its commitment to subjecting its activities o internal and external cricical

appraisal,

ActonAid won three awards for information products in 1996; it received the TIMES
Educational Supplement Mixed Media Primary award for its education series Village Lif¢ in
frdig frarerials include a CD-ROM, pupil's and teacher's books and poster pack]; oook
first place in the 199376 Charity Annual Report and Accouncs Awards organised by the
Charities Ald Foundation (UK) for its annual report, which was praised for its openness,
clarity and visual appeal; and won the Fopilar Commusnications Corporate Publishing
Seaff Mewslecter of the Year award for Interaction (See bolowr).

Internal products

Agettda
Intermational stalf magazine, three issues a year, edited by an international editorial
board, Mews of Acdondid programmes and Jevelopments in the organicadon, with a
strong emphasis oo contrdbutions by and abowt staff members,

A4 format, 3-column, 16 pages, with good wse of the single colour, high-quality
halftones, and strong trpography.

InterActdon
The newsletter for the UK staff of the charity, InterAdion contains both organisational
information and programme news. It alms to be selfcricical but objective, and to

combine openness with honesty.
Ad, fnir-page folden; a wisual partner Agenda; one colour; modest means, bt

ypographically strong. Sophisticated compared with similar produces from other case

study crganizabons.
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Educetion Action
Abilingual {English and Spanish] internal magazine eriginatdng from the Research
department in Policy and Resources Division, with contribudons from most countries.
Scarted in 199, it aims to provide a forum for ‘exchange of experiences berween feld
practitioners in the education sector’. [sswes have so far been devoted to Lopics
including adult literacy programumes, and te Monicoring and Evaluation process. The
magazine is used as the basis for lunch-time talks for staff, which include such
activities as role play.

Ad Tormmar, 3-oolumn, black and white half tone illustrations, viswally quile densely

packed to accommedate a Lot of concent,

Crurrent Awdreness Builebin
Predluced quarterly by the Resource Centre, listing all material received by the Centre,
and all ActionAdd publications.

Products on policies and procedures

In ArtionAid, information products which are intended to inform staff about
procedures, axisting policies, and proposed policies occupy an unusually important
place; their significance is proportional to the complexity of the changing external
wirld wirh which the charity deals, to the importance of all its staff understanding
and applying its policies, and to the emphasis which is placed on openness in
communication. 8o it s necessary here to look at some of the key docunyents.

Its Prlictes and Procedures Manual is a very substantial document, A critical section of
it is the 34 pages devored oo che ActionAid Planning and Reporting System (APRS),
whirch wasz inrroaduyced in 1989 and has undergone 2 number of revisions,; the current
VErSion aims a0 4 focpaorate system applicable to every part of the agency rather than
upward acoouncabilicy of counory programmes. The objectives are:

o Appralsal and approval - of all major new inidarives: to ensure consistency with
and contribution to corporate strategy

» Strategic planning - all strategic domments include a chreeyear plan which is
reviewed annually and forms the basis for the Annual Plan and budget for each part
of the agancy

#« Reporting and monitoring — all parts of the agency produce an annial repart

¢  Evalvatiopn, review and impact assessment — periodic roviews by erther o ksl e

consultants or stafl from other parts of the agency, using specific indicators and

(=
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Jjudgements of different stakeltolders, and idenrifying total expendirure and
quantitative and qualitative benefits.

[n meeting the requiretients of the system, annually approximately 120 reports of
10-15,000 words are produced by staff in country programmes, with the aim of
accountability and providing a measure of the impact on poverty of ActionAid's work.
They are mainly addressed to corporate directors and trustees, who are required o
approve some of them, to nore others, and give feedback on some; copics also go for
information” te the UK Resource Cencre,

The reports produced should constituee a sound basis for monicoring and
evaluacion, learning, and information interchange as the basis for effective action; the
are also potentially an informacion resource that could be used as a source for
information products for various audiences - as well as being internal information
products in thedr own ight.

From the point of view of presentadon, it has 1o be said thar che document which
is intended to inform and instruct staff about this critical aspect of ActionAdd's work
puts a pumber of obstacles in their way: the language is bureauncratic, syntax is turgid,
and everything 1% put at great lengrh: and the ypography makes for difficult reading
because the measure is much wider than the opriEyim,

An important recent internal product - the draft of the Corporate Strategy for 1399
= 2003 circulated to staff for comment - atso presented some difficulties for the reader.
inn this case in the matter of essential poincers to e sructure of the decument. Whike
a heading om the second page claimed to set out “The structure of the strategy paper’,
the four sections lisced there {Introduction, Foundation, Mission Belared Strategy and
Organisation Relaced Strategy) were in practice hard to find, because there were no
headings which actually corresponded to any of these topics. The typographic coding
of the heading hlerarchy was also difficul to deduce. It may be said that these are 100
exacting standards to apply to a draft document, but it was one of great significance
for the organisation; it was meant (o be read and reflecred on, and so its readers were
entitled to maximuom help in getting to grips with it The Anal version., issued in May
1993, has dealt with mast of these shortcomings, theugh the heading hierarchy ig stll
hard to grasp, and the pagination convention of starting with 1 on rhe recto page is not
obsarved. It is, however, 2 notably coherent, strongly argued and sensitively written
CEeXE.

[
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Electrenic information preducts

ActlonAids web site and intranet were developed during the course of this study, the
web site in 1996 and the intraner in 1999 (it stanted in test form in 1998 and went live
to UK staff early in 1999) . They are the joint responsibility of the head of International
¥arkering and Publicity and TT. [nitially, the web site was hosted by Cne World Cnline.
a member of ActionAud staff provided marerial and =et its format; development of the
pages was outsourced to consultants from Ooe YWorld Online, Tn 1995, a web site editor,
who hag good knowledge of ActionAld and is now developing technical skills, was
appointed. Ultimately a global wersion of the intranet on COF will be available for remore
distribution; it will include copies of all public web sites.

There iz a8 yer no policy on web sice content or definition of ohjectives, and no
stakeholder manapement proup, Moves are being made to integrace the web site with
printed products; in future all priat jobs wiall be integrated wich online produecs,
where this is appropriate. There will be editorial support in that the copy for print
vercions of products will be the basis of online versions. The wiew was strongly
expressed at the close of thic srudy that ActionAid neoeded to move towards having a
global ‘intranetfinformation manager” with responsibility for content, who would be
guided by an incernational stakeholders group and laise with desipners and web page
auchors to ensure prioritisation and monitor progress.”

The appearance of the gite ac the time when chis study concluded (April 1999)
reflected this history, and suggested that it was probably in the process of ransifion to
somcthing more in line with the quality of ActbonAids printed products,

The main buttons on the web site at that time were: "Getting involved'; "Giving';
“About Actiondid’; and “Lotrodid’. 'Aboue ActionAid® was a fairly lengthy piece of
scrolling copy, which was not oo easy to read, because it was not designed for on-
sereen reading - a coftrast with the charity’s brief and welldesigned print on paper
prodducts e the same theme,

A page with "Latest news from ActonAid' had buttens for current oews sTories
[which appeared to be mediz-oriented). Titles included: 'Labour Ministers demand
policy change on Genetic Modification’ {from the press office); ‘Patents and food
sccurity™ the condents page of a publication from ActicnAid's Morthern Affairs Umnie.
The presence of some literals in the text suggested that procf reading had nor been
very thorough, In general, there was not much evidence of editorial pelicy, application

of the comununications strategles described above, or typographic judgement.

[+4]
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Thic recent comments from ActionAdd quoted above [ndicace thar positive
developments are indeed being contemplated and that some changes are already in
Progress-

As noted earlier, the other people concerned in managing the intranet are the IT
Department, the web site editor, departmental representatibves who provide

information, and UK Internal Communications for overall management.

Investrment in information products

ActionAid s expenditure on iaformarion products comes under the head of
Tnfluenclag, educarlon and research’ Lo ics accounts, Expenditure on this area in 1997
was just under £3,000,000 cut of a total expenditure for that year of £41,359,000 {the
comparable fgures for 1996 were £2 550,000 and £33, 315%:000). The allocation of finance
for information products [editorial, design and print] forms pace of the TMAP budget,
along with UK camypaigns, development education and press. The (otal IMAP budger for
1994 ig approximately £900,000, which is predominandy spent on UK products,

Decisions on information products

Decisions on information products are taken by line management in the varous
departments; no deparmment has any overall responsibility in this marter, and there is
as yer no forum for stakeholders in different kinds of information and information
products in the organdsadon, However a hroad range of stakeholders take part in
various working groups; and the communications serategy disciessed earlier (see pl2)
recommends a proup concerned with (raining and content,

Departments stll take mdividual initatives. and although Actionald is woerldng
towards having all products ‘signed off by the pecple who act as “guardians’ of
parcicitlar kinds of information on its behalf, and by key stakeholders, no policy on
these lines iz as yet establizshed,

Decisions on the content of products for which Editorial and Publicity are
responsible are the joint responsibilloy of the editorial ataff imvolved and of the prople
whao act a3 ‘guardians’ of the kinds of information concerned on behalf of AcdonAid.
The Journalists Bulletin, for example, is produced by the Editorial department and the
Press Office, and signed off by the operations manager of the Emergency Unit; the
introductory leaflet aboue ActionAid is written by the Information and Fublicity Officer,

[2si
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and slgned off by 3 number of managers with a key interest in the content; Interaction
has an editorial beard with representarives from each division which at its meetngs
discusses the last issue and current projecrs to provide guidance for Editorial
department, which is responsible for selecting and writing: and the supporters’
magazine Commaon Cause now has an editortal boapd, representing all stakeholders.

Budgets for informarion products are prepared as part of the annual producton of
budget estimares by individua) line management. Each proposal for information
products has to be supported by a business case,

Infarmation resources and information products

Information warking qraup

[ ActionAid, the fact chat a working group [see pl?) was formed to look at the
productdon and dissemination of information products and to recommend on
‘organising principles for informaticn management' suggests an awareness of the
potential connection between information resowrces and information products, and che
basis of both in corporate goals.
Its recommendations included:

+« Standards in communication, as an integral part both of corporate values and of
specific funchons or pasts; job descriptions should recopnise the communication
responsibilities of job holders, and cach department should acknowledge its
communication obligadons.

¢ “Clarity about whao is responsible for generating what information, and who is an
authorised source for more sensitive information.” The ‘ownership' of particular
kinds of information should be shown in 2 proposed 'cataloguc of informatdon”

s Joint planning of information produces to avoid duplication.

o ITinwvestment 1o support che work needs of the organisation.

While the report of this particular proup has apparently sunk withour mace, the
ohnection between information resouroes and informativn products is certalnky seen

and pursued today, as indicated by the current communications stratcgies fsee pl3).
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The Ressurce Centre

The Resoutree Cetitte was established hecause the organization saw the need for access
to past decisions, and the maintenance of continuity. Altheugh its purpose was defined
as to support the interchange of information within Actiondid, and to act a5 & central
informartion unit for UK staff, it was not clear at the start of this study what
information-management role was envisaged for it. For example the Editorial and
Publicity department did not make much use of {65 resources, but instead reljed
primarily on first-hand material from the countries involved, held in its own set of Ales,
On che other hand, the Resource Centre reported that its role in the context of
corporate stratepy had developed in srep wich the regionalisation of decision-making; ic
had become a source of advice for the settdng up of similar centres in such countries as
India. Kenya, Malawi and Uganda, 1t had abso created a blibrary database, and was
CNCOUTaging its users to input material which they themselves created, as well as to
use its services for output.

By the end of the study. as mentioned earlier the Centre had become a separate
department within Policy Division. Bafore the change took place, its role was reviewed;
a consultant interviewed a range of staff fo establish what was wanted from a resource
centre in terms of content, [T potential. informarion-management skills, resourcing,
and regional role.,

Its objectives are pow bo:

1 Develop systems for information management which facilitate the focused
exchange of experience and best practice between programes, departments and
TETicns.

2 Provide a centralised information resource, contributing to the managemient of
information for UK-baged deparoments and staff

The Centre now holds the Central UK Archive together with whart are described as
sateilite collections of information. It aims to provide a smaller and more fogusead
collection of external materials and a more comprehensive collection of internal ones.
It &5 lookdng at how to present the information it holds in formats that meet the neads
of ActionAid departments, and the holder of o recently created post of Programme
Information Officer will be working on this question, which has 2 hearing on the use of

information resources for information products.
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It iz also interesting to note char the current Resource Centre manager in 19%6, at
thie request of her manager, put forward a proposal for an A¢tionaid information
management strategy. The proposal defiped the strategy in these ferms:

“The information management strategy proposed for Actondid identifies strategic
aims for information management, and the principles which underpin them. These
aims are linked o the long-terin strategic themes of the Corporate Jtracegy, and define
where information management adds value within each UK Trvision. The propesed
strateoy would help identify resource allecations and guide decisions within each
Divisor. They would follow this stratery and develop (as appropriare] their own mare
detailed versions to operationalise the strategy within their own circumsrances, An
informarion management strategy flows from the basic principles underlying
informarion management, which include quality standards and the values of the
organizacion, The strategy will define targets to be achieved within a specific time
period. Progress will be measured againse these targets on a regular hasis.”

Froblems identified by stalll, which the strategy would address, included some of
partcular importance for information products: a lack of imeans for excltanging and
communicating informarcion between different parcs of the organisaton, and possible
missed opportunities for proactve and reactive wark

As a footnote, which throws light on how useful! initiatives can be lost from view in
organisations, there was no follow-up oo the proposal because the two corporals
directors (of policy and human resources} o whom i1 was passesd borh moved an from
ActionAid, Howewer, it may surface again at a forthooming seminar on kiowledge
management — and this coo has lessons for chose responsible for proposals that have

apparently got lost in the works,

The people responsibla for the products

ActionAid sees the people directly responsible for its information products as critical o
the success of the products. It recruits some staff, auch as designers, with relevant
qualifications and experience, and provides appropriate trainkng for orhers as part of
joby development. One comment made in discussing this question at an early stage was
that Lhe organisation's use of its own human resources in comtmunication had been
solnething of a neglectad area; by the end of the study, while e communications
strategy had addressed some of the issues, chere was still a rood way to go - for
instance in measuring managers” comumunicarions againsr established standards. The

(28]
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perceived lack of functional responsibility for internal communications has been
addressed by expansion on both the in-house design and editorial sides.

Casign

The crganisation maintains an in-house design team consisting of three designers and a
print buyer {first emploved on a oneyear contract in 1984; renewal of the contract
depended on savings achieved; they were achieved, and in-house print buying
continues). The inchouse group designs most ActionAld products in the UK and some for
certain regiong; some direct marketing literature is created by agencies (one such icem,
the annual mail-order catalogue, which had previously been designed outside, was
brought in-heuse in 1995), Towards the end of the study, the worke of the design team
was externally audited, and found o be highly cosceffective, as well as making a

valuable cantribution to achieving the organisation's aims.

Editorial

The Editerial and Publicity department was established in 1994 with three staff. Most
writing and cditing of external and iaternal produces is done in-house, with occagsional
use of froelance writers {which is said to have mixed results]. As explained above, in
desibing the range of ActionAid's information products, other peoples in the
organisation, with 'guardian’ or “stalkeholder” roles in relation to the rypes of
information covered, are involved in many of the products, either in fnal auchorisation
of the content, or in preplanning and postevaluation. Where responsc Forems wre
imvolved, as in the Inoroductory leaflet about the organisation, editorial staff consult
the people who will follow it through about the wording, In the case of the schools
pack for ActonAid weck, the text is written by (he organdsation's Education Officer,
who briefs the design team; while fund-raising project leaflets on priority projects are
written by fund-raising scaff.

The editprial staff and the design team work closely with each other, and with the
ariginators of the produces they work on; they tend to cale the initative in developing
briefs for the jobs they worlk on, as 2 basis for creative interaction with the originators.

23]
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Pretentation

The current logo, designed in 1991, is ogorously applied. Guidelines for house scyle are
at present minimal; an AS bipder is enough to contain them.
A brief {24 -page} guide to presencation in words - Tesd style pridelines —
produced by International Marketing and Publicity has sections headed:
»  Why bother with a text style puide?
« Basic text style - rights and wrongs
&« Terms to avoid, alternatves, and consistency - [a strong sectlon)
« Tips for wriring better text - (based on The Plain Englisk Gudde {Dxford UF)
« Proofing rext = sensible brief instructions, with examples of proot marks and their
application to text)
v Index

It is also relevant to recall here the proposals of the Communicttions 2000 information
srracegy for developing communications standards, identifying core communications

skdlls, apd providing fraining in them.

Technology used in creating infarmation products

It weas reported in 1994 thar the arganization’s use of informaton technolagy wWas
gencrally low-level, and concentrated on databases rather than on infernal or external
communications. This was still the case in 1997, though developments in the
technology were being monitored. By the end of the casc study, carly in 1999, this was
described as an area of dramacic change in ActionAid in the UK: a new system had been
installed; there iz now a UK information technology management committes, and [T
skills groups have been set up for the UK, and for the internet. Communication
between managers and those responsible for systems and technology, which had beess a
problem, has improved with the appoinoment of a new and creative head of [T. There
1%, hiowever, still a way to go before the potential of the new system for upgrading
information interactions, and allowing Actiondid's information resources to contribute
fully co its information produces, can be realised.

The technology far actually designing the information preducts confinues to be

managed by the design team is Macintesh based, using QuarkExpress,
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Given the economic situation of nearly all the countries in which ActonaAid works,
whatever IT is used for inter-counmy communications or tecommended for on-Che-spot
use needs wo be simple and appropriace. At present the IT applications consist of email,
Frontpage for editing the web site, and the intranet {downloaded co CTYROM for
countries of areas that cannot access it).

Also in development is NKI1, a new compucer systerm o replace the exisong onw,
to enable storage, retrieval and communication of information abour sponsored
children and communities. And Office 97 iz being introduced worldwide to ensure

TyEcems compatibility.

Maonitoring and evaluation; analysls of cost-effectivensss

The communications strategies discussed earlier (see pl2) make useful
recommendations aboug establishing standards against which ActionAid's
communication of all kinds. incuding information produges, can be monitored and

evaluaced,

Maasures of affectivanass

An interesting example of research and action on the findings relates to the magazine
Comman Cause, This was described a5 moving, in 1993, towards being a general
development magazine, with an educational function. not necessarily covering the
waork of ActionAid, A propesal to divide it into two magazines, one with this purpase
and one for supporters, had to be abandoned on finandal grounds, Before taking a
decision on the future cricntation of the magazine, quantitative and gqualitative
research was carried out. A telephone survey of 300 supporters asked them about the
most recenk igaue, and found that 75 per cent of them had not read it The survey was
followed up by four focus groups on the topic of “what makes you want to read
magazines?

The findings from the surveyr and the focus groups showed that people did not
throw the magazing away, even though they did not read it they pul it away for
future reading if dme allowed, Only 4 per cent of the respondencs actually read the
artcles; flicking through is probably the most that the majority of readers will actual
do. People did not want to lose the colour in the magazine, or the sense of it3 value.
MName recognicion was low = gnly 47 per cent of the sample knew its name by recall.

|
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This was aseribed in part to design; the finding suggested that something in the cover
was not working, and that the organisation's identity was nor coming throngh.
Respondents described the presentation of the inside material as ‘relentiess’, and ‘all
sn far away"s there was felt to be not enongh typographic distincton between features
and new (kems,
The dedsions taken on the basis of the Aodings were:
+ To re-orient it as a supporters’ magazine
« To try to make it more conducive to Hicking which would give readers something
from the process
e Togive it a clearer human interest’ focus
¢ Totry to make it more relevant e readecs in the UK and to encourage them o
identify with people in other countries
¢ Togive it a clearer contents page and make the lego more prominent on the cover
¢ TD introduce more pictures

« Tochange the typography, by introducing better spacing and page structure.

The next stage was decisions on content, and resclurion of the problem of
readability as against content that supports Actionaid objectives. The face that Sommon
Coase appears only twice wearly means that topicality continues ta be a challenge.

The investigation was repeated after three issues of the new version. A smatl
random survey [reparted in the autumn/winter 1996 issuae) showed cthat 78 per cent of
respondents found it geod or excellent: over a third veported they were reading more
of the magazine following the recent changes.

Different measures of effectiveness of Informarion produces are used by the Press
Office; here the criteria are the extent and the quality of coverage {as indicaced by
ageLraey in the use of press statements, and support for ActionAdid's stancel.

Cost effactiveness

=

As noted abowe, in-house design has heen independently investigated from this point of
view and found to be a costeffectyve solution, The eriteria for this judgment include
the benefits of flexibility and understanding of the organizadon's ethos that come (rom
having designers as part of the in-house team, and the fact chac they are actually used
by everyone [or all jobs, and there 15 oo tempation of epportunicy for DIY adventures.
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The research on Common Cause showed that almost half the respondents feared
that produring it might divert funds from ActionAid's averseas projects; in fact the
magazine at that time cost only 31p/copy to preduce and mail, and was cosr-etfective
in terms of attracting sponsors, donations and advertising. This is stili the case: the
income generated from spongorships. inserts, donations, etc. means that it more than
covers its prnt and producton cosis.

Another important perceived contribudon to value-added is the strengthening of
the visual idenricy of ActionAid through the logo.

Evaluation

ActionAid depends critically on communication both internally and with its ourside
world, and on informacion products as a2 major vehicle in communication to achieve its
stracegic objectives, It has to manage an unwsually rich and complex content addressed
for a variety of audiences,

Ower the period of the study, corporase sirategy developed markedly and
communlcations strategy has been elabocaced as part of if, Serious consideration has
been given throughout the organdsation o how ActonAld needs o0 manage
communication and information interactions. The latest versions of the
communications stracegy imply a key role for the use of information in achieving
strategic aims, and for informacion management. It is not, boweyer, clear how much
communication there is between IMAP and the Besource Centre; it appeats that
separate but related initiatives may have been taken at some points — for example an
information audic and 4 communications audic.

The discovery that a valuable report from a working group, given to the researcher
at the start of the case study, which looked both at production and dissemination of
information products and 'organising principles for informaton management’, wWas oo
longer to be found in the organisation, and that no-one had any knowledge of it
cerrainly reinforced the necessity for an archive of internal documentis as part of
AcrionAid's informatdon resources.

The internal communicarlons strategy shows a good appreciation of the standards
that internal information products should meet, of the need for training, and of the
value of using the electronle medlum as well as print on paper and integrating the
rwa, although as yet implementation has not advanced very far. 5ome products
designed to inform staff of really important matcers of procedures and policies do not
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exacty observe the principles of the stracegy, but the final version of the clurrent
Corporate stratery is a marked improvement,

The strategy also places weloome emphasis on the aims of communication, the
content, what the audience understands and [ecls, bow best o convey the content to
them, and cthe necessicy of standards.

ActionAid s printed products for the outside world are of cutstanding quality.
which reflects the strenpths of its edicorial and design teams, and is a tribute wo the
value which the organisation attaches to having these professionals as part of ics staff.
It is interesting and unusual chat designers and editors tend to cake the initdatve in
developing briefs for the jobs they work on, in order to concentrate the minds of the
ariginarors as towhat is required. It is much easier for in-house profiessionals o tabe
this essential role than ic is for external agendes.

Some useful work has been done on measuring the effectiveness of at least one
important product [Comifmom Cease)

The web site does not as vet match the qualicy of the print on paper produces, bus
it is encouraging to note the inchouse support for developinent of a staileholders
management group. 2 web and intranet saategy and objectives, and a global

intranetfinformarion manager with responsibilicy for content etc.



Case Study 2
City University

Background

The institution which is today City University was founded, with support from the City
Parochial Foundation and a number of City Livery Companies, as the Northampton
Institute in 1894 to provide trade and craft education for 'individuals from the poorer
classes' working in the Clerkenwell district. It presented its first candidates for London
University degrees in 1908-1909, was designated a College of Advanced Technology in
1957, and gained the status of a university able to award degrees in its own right in

1966.

Objectives and strategies

The University’s mission is ‘to advance knowledge, wisdom and understanding by

teaching, research and professional training.’
Its objectives (Annual Report, 1995-1996) are:

¢ To maintain a distinctive place in meeting the higher education needs of the
professions and business enterprises, both in the City of London and in the
wider metropolis.

¢ To develop major schools with a significant European reputation in
professionally-related fields.

¢ To undertake research of national and international excellence.

¢ To support UK industry by promoting understanding ofits engineering,
financial, social and environmental aspects.

¢ To be a major regional provides of quality education and training for the
National Health Service.

e To form developmental links with other education providers, through affiliation
and validation.

¢ To meet local and regional needs for employment-related continuing education,

in collaboration with the Further Education sector and other providers.
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(These objectves stll apply, bur are under review as this study ends, in May 1592).

In the early stages of the case study, it was indicated that there was no discernible
top-tevel srrategy for achieving these objectives. At the end of the pericd (carly 13%9), a
new corporate strategy was under discussion in the Unaversity, and there was
anticipation that the recent arrival of a new Vice-Chancellor would lead to progress in
this direction.

It is now an obligation for insdmtons of higher educarion to have an information
strategy as part of the strategic plans which the Higher Education Funding Council
Tequires from them each year. City University "2 searc on this process was rather
delayed by a change in the Viee-Chancellorship, When chis case study ended a draft
compiled by the Academic Registrar and the Director of Computing Services had been
circulated and was being revised in the light of changes in the University’s smactegic
aims and of comments by staff. It is understood that the revigions are likely to be quite
extenzive, in view of the facr that the draft was mainly focused on Compuring Services,
and did aot tabie into consideration other aspeces of information and its use in the

University.?

Crganisational structure and culture

City University has che usual hierarchical structure of institugions of higher education.
Within External Belations (ER), which reports to tie HMrector of Academic Services, a
Publications Team is responsible for the majoticy of the Universicy's information
products, ER is also responsible for press relations.

The University is zaid — like most such institutions - 0 have been built on very
territorial lines, Budgets are devoived into individual schools, and at an early stage of

this study it was said that there were 'no incentives for information sharing or

T IV TN TTIT

! This is interesting, given that the Guidelines [1995) from the Joint Information

Systems Commictee of the Funding Councils for Higher Education, make it clear that
information strategy is abour ‘the ways in which a higher education instimbon makes
1y or decisions about the future of its teaching and regearch. [ ds nag just about
cotipuling or libraries.” Other universitics appear 1o have tiken a rather different
ipproach {see, for instance, the case study of the University of Morrh London, 1o Otna,
19991

o]
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negotiation over the use of information; instead. people were described as being
‘protective’ about such matters as their contacts. An early initiative of the development
programme. which is dedicared o fund-raising and sponsorship, is the acquisition of a
new data warchouse system to handle concacts data; one of the aims is to overcome
this reluctance and reassure the “owners' of contacts that their ownership will be
respected and that information will be responsibby used, in consultation with them.
And while schools now enjoy stll more responsibility for their own management, new
accounting and student records systems, implemented in 1998, will help to overcome

the inherent tendencies to fmgmentation and produce hetrer management information

Respansibility for infarmation products

Besides External Relatons, the Publie Helations Unit of the University's Business School,
and the University's Computing Services Department are responsible for some
information products.

External Relationg

The immediate scimulus for setting up External Relations in 1590 was the coming
centenary of the instituton's foundation in 19%4, which would require contacts and
information products directed to the Undversior's ourside world. 1t was also recognised
that the University needed a focus for its relations wich that owtside world to atCract
mote students and to develop alumnl relarions. A central external relations sirategy
developed in 1990, with the support of the University's Vice-Chancellor, had as its
hjectivas:
« Tostrengthen the University's academic base, by publicising its existing
activities and building links wich appropriare educational institmtions.
» To promote higher educadon in relations with government, and to ensure that
sovernment appreciates the University's role and nesds.
s To optimise the University's income from its facilides and services by marketing
to appropriate audiences.
» To support the University's objectives by enhancing public perception of the

University
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» Torccruit able students from a broader basis, and to increase the number of
research students, by means of a schools laison programme, market research,
course development, etc

&« Ta recruit able academic, professional and other staff, by enhancing the public
percepton of the University

» Toincrease research income by publicizsing the University's research strengths  and

SRICOEESES.

External Beladons' remis covers corporate communications. marketing and
pulrlicicy, including publicarions (corporace and student recruicment publications in
barh pring and electronic form). press and public relations, internal communications,
advertiging and events. The products for which it is responsibie are the Universiny's
annual report, prnted information on courses, and corporace information; it also has
overall responsibility for the University's wel site, Peoducrs eontaining research-based
information are currencly mostly the responsibility of schools and deparonencs; and
course information on che web site is handled by departments, with ER having a
watching brief (hoch rhese were under discussion at the end of the case study). Marerial
om adult and short cowrses is produced by a variety of originators, some from
Continuing Bducarion Department, bur schools and departments also run Cheir own
short courses and produce publicadons about therm.

ER alen has a quality-assurance role in relation to course material produced by
departments, oo ensure that it conforms to University policies on information for
potencial atudents. in relation to dealing wich applications, facilities, equal
opportunicies, fees e,

[n 1995, ER Introduced a pilot publication service, selling layour, design and print
production (0 the rest of the Universicy, on the basis of a feagibility study which
indicared a market for such a servee, This service conrinues to operate.

Cwer the perlod of diwe case study, posidve changes are reported in the reladionship
between ER and those who use its services: there is said to be more co-operation and
greater underscanding of what users want in terms of information, More thoughe is
being given by ariginacors to the concent of products, why they are nesded, and wha Is
going to use them. An understanding also appeared to be dawning that commitces
papars are nat the hest way of distributing information. At the same time, external
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users of printed and electronic products weee being drawn ioto consultation fo an

increasing extent, particulacly in relation co the University’s web site.

Business School Public Relations Linit

The Public Belations Unit in the Business School 135 formally part of thac School, but has
'professional” linls with External Belatons.

The ohiectives of the Business School are to develop teaching, executive education
and research geared to the Cigy of London’s incernational clientete, and those of the
Public Relations Unit are ra reach these audiences using whatever mechods are
appropriate - principally literature, adverbising, direct markedng, media relations,

wiorld wide web, and events management.

Computing Services Department

The Depariment has the objectives of providing an appropriate IT infrastrugiure to
support all the academic, adminisirative and finandal activides of che University, and
of providing puidance for staff and students on using the facilities; a service level
agrecment has been apreed. Among the services it provides is that of offering to aill
deparcments a plage to put up their own pages on the University's intranet.

At the grart of this study its view of the University's organisational culture was of a
tradirional academic ethos, lacking any forum in which scrategic dedsions might be
taken: The top doesn't exist in the sense of a Board of Direcrars who take strategic
decisions’. As indicated =arller, however, this situation may now be changing.

Problems of the informadon culture of particelar copcern to Computing Services
included che University's reluctance to accept electronic communication and the
electronic form of documents [using postscript fonts, and capable of being printed out)
as the master griginal; the fact that “too much paper is shoved around', cspedally in
the form of commitres papers: the lack of provision to keep track of the rapid changes
in the technology used, espacially in the matter of being able bo read materials created
using earlier and now discarded technologies. This problem remained unresolved ac the
end of the case study,

By 19948 this siruatdon had changed in some respects, A group to look at penerating
emall doruments had been set up, bringing together representatives from Computing
Services, ER, and Personnel. There was also a WWW working group [consisting of BR,
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Computng $ervdces, and a number of academics and administrators - representng
trpes of individual, rather than schoals, including a librarian). [ts work was in effect
determining university policy in this areq; it was acting as an advisory bedy, and laying
down guidelines. (see p44 for 2 discussion of the web site)

Infarmation products

At the start of this study, print on paper was the medium for almost all the
University's information products, both externally and internally directed. By the end
the emphasis was beginning to move to the web site, and there was a praspect of the
printed version of some products becoming a secondary rather than a primary source of
informacion (not all, by any means; print continues to be the most imporiani medium
for the prospectus, and in fact demand for the printed version has increased since the
web site became available, The stage thar these changes had reached by the cod of
1398, is described below.

External Relations

ER handles the University's Annual Eeport, course prospectuses and such research
material as departments decide to give it {see page 45 for how decisions about
ntormation producks are taleen).

Attriitg] Report
The Annual Report at the start of this study consisted of theee parts: 4 statement from

the Vice-Chancellor with brief reports from the main academic areas: a detailed
Academic Review of the departments; and a financial staternent. The way of presenting
these elements has changed over time. In the early 90s, the Acadenile Review and
Accounts were bound in with a limited number of copies, while the maln pring run
consisted just of the V-C's report and reports from academic areas, with brief flnancial
statistics, From 1993194, three scparate volumes were produced: the main one with the
Viee-Chancellor's statement, brief academic reports, and a page of statistics, the other
rwe containing the Academic Review and the Financial SLatstics.

Designed by an putside consultancy and edited by ER, the latest version of che main
teport (1998 is an A4 perfect-bound yolume with a four-column grid (which makes for
rather difficult reading because of the sub-optimal measurch. The content consists of

(el
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short features about rescarch, innovative developments, and achieyvements of staff and
alamni. The Academic Beview volume has heen dropped since 1998, it was not
remarkable for good typographic presentaton: the content was typographically
difficulr to handle, consisting of long lists of publications and grants, and neither the
layout nor the material {a shiny paper] helped.

Prospectuses
The undergraduate Prospectus is the University's main product for reaching and
recruiting potential undergradwatestudencs. Since a redesign in 1996, it has been a 23
Ad petfectbound publication, designed by an outside group, Printed in Black and colour
[colcur-coded by faculty, with colour used For headings and rinniing heads) it uses a 3-
column grid. The presentation of the copy is logical and consistent. which bears
witness to conscientious editing; accessibility is racher hindered by a lack of 'colour’ in
the cypeface, which makes it less readable than desirable at this size and on chis paper.

The postgrmduate Prospectus follows the same lavour and presentation as the
undergraduate one.

The prospectus of Courses for Adults is the same size as the others, and the infernal
presencaciaon is similar, but has a graphic cover and internal graphics.

Brochures for individual vourses are handled by GR, as is the factsheet about the

Universicy,

Dy=spire its name, ER 15 also responsible for some internal information products;
they include;

City Mews

& staff newspaper, which is edited and designed in house, and printed by the Print
Unit. Ac the start of this study it was 4-page A4, with mainly short news iftems of a
fairly anodyne nature and no edicorial comment. Tn 1996 ic was the subject of a
readership survey, by students [n the Social Statistics Research Unic, which led to
recommendations for change in the dicecdon of more controversial in-depth treatment
of uriversity policy, more content addressed o not-academic staff, and electronic
distribution; it was also suggested thart it shiould become mote of a magazine, and
appear less frequently. Changes to meet these suggestions were introduced in 1997; the
number of pages went up to eight, and ity News now carries articles on current

J1]
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Universicy issues, together with regular features on stall news, waining, research,

grants and awards, and an editorial column.

Guide to organization, services, administration (the ‘Orange Boalk')

At the start of this study, an A% directonetype publication. word-processed origination,
and not an easy read. The rypographic problem of handling name and address-ype data
wis ol well solved |and thers was a lot of inconsistency in how the elements were
presented - some with phone numbers, others without, some with initials, some with
the full name, some with just ¥r, M3 or D1j; and it was difficult o find headings
within the lists for Schools as they were all in light italic, with no differential spacing
to halp them o stand out. This product has now been transferred to the Universines
web site; it is no longer a single product - relevant information appears i approprisie
parcs of the site, much of it in Administration, some in Schools and Departments, some

i Abour the Universicy, erc.

A'joining handbook' - the Uniersity Handbook
For new students, produced at the start of cach academic vear. (ER also provides some
help for the Student Union in its production of the Students Union Hondbeok, ),

The products for which ER was responsible at the start of this study were primactly
pring on paper: it had decided against producing videos because a survey showed that
a video produced elsewhere in the University had aot been much used, They also
igsued (under some academic prassure, it appears) one CO-ROM- a mult-media
presentation with slides and voice overs done by journalism students, [C has nor been
repeated, as it was not seen as a good nse for money.

By the ond of the case study, greater integration of printed and electronic products
was under discussion. Some internal informacon was by then published exclusively or
mainty on the web, The frequency of City News had been reduced from a tortnightly o a

monthly schedule, Diasy and “what's on” informatien was on the web site.

-y
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Business Schoal PR Unit

Prospectuses

ER is responsibla for the School's course prospectuses! it seeks to establish a
‘personality’ for each course in line wich the market defined by the academic soaff
responsible, and to provide Fcridal marterial about the course and a realistic assessment
of the career prospects it offers. Bach course has its own prospectus: and there is also a
gingle prospectus on the MBA day programme in various specialisms.

The praspectuses are A4 format, and are re-designed fairly frequently (there is no
indication of the source of the design — see p53 for an insight inko the process), Page
layouts vary: some wie 4 2<olumn grid, others 3-column; secting is unjustified. Colowr
photographs are used for illustration, and it is rather disconcerting to find one or two

photographs repeated in prospectuses for different courses.

Insight
Isstese] five cimies vearly, and distribuced to alumni as well as present students .

Basiness News (Dwice 4 veat]

Both addressed to alumni and used as a marketing tool for the Business School. {Tt was
Tunner up in one of the Higher Education Information Services Trust awards.) The
articles are described as being ‘fairly dense and academic', and aim 1o appeal over a
broad range of disciplines. This is something of a 'prestige’ product, designed as a show-
caze for articles b staff of the School,

All prospectuses are updated annually; a major redesign of the prospectuses, and of

Business News, was in progress at the end of this study.

Computing Services Department

The main internally directed products consist of an information pack for staff and
smdenrs about Computing Services (available both on the University's Web site and as
hard copy). The hardcopy produects have changed somewhat in the course of this study.
The 1995 version consisted of three A5 booklets, stitched 2 wires, written, edited and
produced irnrhouse: Gifde to Computing Services, Guide to PC Services; Guide to Umix Service.
The Gietde to PC Services was not conspicuously well planned; a section on “basics” for

[43]
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readers new to computers came after a section on Computing Services' PC Windows
gystem; the screen reproduction were too small to be easily accessible; and finding low
to do anything users wanted to do would be difficule. The Guide te Undx Service was a
distinctly idiosyneratic product (it seems to have been used as a vehicle for indulging
the authors' enthusiasm for the old GWH = [ don't know how else to account for the
illustrations); apart from chae, it was wordy, the measure was too wide for easy
reading, and the presentation of the content descriptive rather than relling wsers how
o do the things they needed o do.

The 19588 version |a singlevolume A5 Guide oo fiicdities for staff and studencs| consists of
lour sections on different coloured paper = the three of the 1995 version, together with
a secion o ‘Internet and Communications’. The one on the PC semvice has a much
improved layour, and is more accessible, in becter sequence. and tells readers how ro
do things i a brief and clear way, The Unix section is not much better than its
predecessor; here are vet more GWR pictures, the line lemgth iz a little improved (but
the choice of a wide outside margin isa'c much help in a binding which makes it hard
to keep the book open for reference, and where Text tends in consequence to dizappear
into the valley]. The binding is indecd 2 major obstacle in using the book as it would
normally be used — open on a desk alongside the computer, for reference while
workdng,

All Computing Services documencation is in fact now on the web site, and people
are recommended to use it there in preference to the printed page, because it is more
up e date. In ransferring the content co the wek site, only miner changes appear to
have been made in content and presentation, apart from the addition of Hnks, In some
instances, text has been shortened and broken down into smaller units; the Guide m
i'nix has actually become longer, though the CGWE pictures have disappeared.

The Service also invites University departments to put up their own pages on the
Web site.

Products for thwe outside world are in the form of pages on dwe University's Web site.

Electronic products: the University's web site

An initial experimental site, developed by the Department of Informatics has been
described as a 'disascer’, with 'people doing their own thing, wheels belng reinventad’,
and lacking any unity of sryle, ‘The first aim was to get key information on (o the web;
nobody cared how it looked at that point'

Rl
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External Kelations had expressed its interest, in its 1994 Reviw, [lats Services, in
investigating the use of the WWW in promoting the University. ER came o play a key
part in the WWW Working Group which was set up in July 1997, with a membership
drawn from academics, teaching and learning interests, administracon, and library
services, A Management Group for the web site, chaired by the Director of Academic
Scrvices, reports to the Working Group. This small management team is said to work
well, with a good balance bepween informacon and technology requircments. The
University has funded a full-dme post of Web Coocdipator for the web site {a joint
appointment between Excernal Relations and Computing Services); management is
shaved by twao staff members, one from Computing Services Department, and the other
from the Academic Begistwar's Department.

A desipn brief for the web site was completed in Seprember 1997 and went live in
Movember of that year. By then the site was already operational and at any rate some
departments had created their own pages. The design brief sets out some standards
and principles for the home page and for general storucture of the pages to which il
provides routes. The specification for the home page is that 'Tt should be easy to us,
atceactive and have appropriae links to and from other information. Technically, it
should comprise a single page that is fast (o download, ¢an be used with or without
images and accessiblejcomprehensible by text-only browsers,” The toplevel pages to
which it links should form 'a logical push-button navigaton tool to the detailed
information ... which will be maintained by individual departments'; departmencal
pages themselves should provide links to such cencrally maintained marerial as maps
and admissions information, and to the relevant school pages, top-level pages and
home page. While accepting that 't is now too late (and not necessarily desirable], to
impose 4 single design on the whole of the Universicy' the brief cutlines positive and
negative points for desipn of topdevel pages:

# If colour coding is wsed, avoid reversed out text because of printing out
ditficulties

« Avoid using frames because they break

« Put the logo on each page, prefarably at the laft wich page Htle on the right
[technically more reliable); avoid centring and never separate the image from the

text of the logo.
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Simple templates and buttons are offered as a help ro departments in writing Uheir
OWTL PAEES

The design brief provides a draft for the home page:

Main buctons

About Ciry University

COUrsss

Research

Academic schools and departments
Adminisradon

Student information

Ltaf information

Specials

Mewrs

Gelung oo City University
Compuling services

Library information services

Commeoeon butions

Search Help Feedback Homre

and [or the second and some of cthe third levels to which sach of the main buttons lead,

The Level 1 button for Researcly, for example, leads to:

Lewel 2 Level 3

Main areas of rescarch {list as prospectus|

Arademic Schools and Departments idirect link to lisT
on level 2)

Besearch Centres list wich links to
departiments

Eesearch degrees descTipion

| 4]
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Fees {direct link)
Research ratings lisc

Research grants and contracts office {direct link)

A ¢omparizon with the actual site structure shows that the top levels of the sire
follow the brief very closely. The acceptance in the brief that it is both oo lare and
probably undesirable to introduce much standardization in the pages of individual
schools and departments is just as well; had it been otherwise, the originators of the
brief would cercainly have been disappointed. The home pages of schoels and
deparements show a remarkable depree of variation. in sceucture, links, oypography.
use of graphics and of colowar, and types of button, They vary also In cheir approach to
users, from the straightforward presentation of Soctal and Heman Sciences and of
Enrinecring, which usec the home page to get users as quickly as possible to what chey
want to find, to the visuzally noisy new home page of Informatics, with vertical and
horizontal arrays of buttons and a rather seifconsciously *techie’ introduction (with
gratuitous condescension to *all you non-PC/Mac wsers out there' ), and the elegant
tabulated contents page of Arts Policy and Management {rather unfortunately
comboed with a deep turguodse backgrownd and red princ for buftons). The main aim,
hawever, was to get information on to the web gite, as there were some large gaps in
coverage; many of these have now been filled, with the exception of the Finance and
Begistry sections.

The site provides some guidance for web authors Informaton for Web Authors’)
This offers some reasonable advice on features which make for difficult reading = such
as underlining, text in caps, flashing and moving rext - and on the use of colour, sound
and frames, and places 2 welcome emphasis on the Importance of coding to show
structure, [15 own sequence and presentation, however, ane nof of the eagiest to follow,
and it looks as though the originator lacked the time helshe would have sished oo
devote to producing a really useful product.

In the autumn of 1998 the WWW Working Group organised a Universinrwide
consubtation day among stafl users, with the alm of finding out what they wanted (rom
the site and how they wished to wse it for their own purposes, The report posted on the
web site indicates that partcipants agreed on a number of igsies:
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s Communication should be more interactive. provided the interaction was not
driven by technology for its own sake.

a Integration of aniversity databases - for example, staff. course, research
publications - in a way that would allow crosssite searches was desirable.

» There should be elements of consisrent corporate ID acToss the site, ¢ scandard
there should be standard navigatdon toels and templates.

« The corporate I needed to be updated to take account of web presentation

a Target informacion pages for different types of wser would be useful.

» A decision was needed on whether the definitive version of different gypes of
informacion should be print or electromic.

» Responsibilicy for the site should be divided between the centre on the one
hiand and schools aad departments an the other. The centre's roke should be to
provide information and expertise, support, and waining, disseminate good
practice, maintain general information abeut the universicy, and develop policy
on standard software. S5chools and departments should make decisions abour
their pages, develop them and keep them up to dake.

&« Informaton published on the site should be monitored in the same way as

exrernally published information on paper is ac present monitored.

Other poincs emerging in discussion included a proposal for an audit of commen
features/facilities of sites; the suggestion chat departments should agree whao is
responsible for what and for style standards in cheir web sites; and a requirement for
clearer definition and enforcement of standards, maore resources for training and help,
and recognition of the fime requirements for web management.

At the policy level, there was a call for the web to be seen as part of the University's
overall scrategy. and to be put into the context of its information and marketing
strategies {when rhese had been developed) which should inform decisions about
resource priorities, The cosr effectiveness of various courses of acrtion should be
considered (including costs incurred by oot investing in web development) and
potential benetits from developing the site should be identified. In the meantime,
short-term priorities and possibilides for progress with the web site shiould be
determined and acted on. Finally, if the essential long-term policy and strategy was to
be developed, that required a senior management "‘buy-in’.

(8]
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In February 1599, as a foltow-up to the Web Day, the Working Group presented a
Web Strategy to the University's Information Services Committee [the strategy has
gince been accepted and the necessary resources granced). It has much in common
with the model for universicy web sites proposed by Middleten e al, [1999); its aim is (o
create a web site which supports:

« Promotion of the University
o  Smdent recruitment

» Resgarch promation
 Incernal communication

v  Teaching and learning

Among the objectives is integrating electronde and paper-based publishing achvity
to improve efficiency and ensure consistency and quality assurance.

The scrategies proposed for structure, content and design are on the lines sef out in
the design brief quoted above, with a threelevel structure; standardised content and
strong corporate style ar the op level and fexibility in coptent and style at the
second). The strategy for technical ssues covers a standard Universicy Web auchoring
package, and takes up the point from the Web Day about the need to creare web pages
directly from databases [this will involve investigation of the problems of using one
databage to originace both print and electronic versions). On evaluation is proposes
regular maonitocing of wse and wisitor satisfaction, and performance criteria {to be
developed by the Working Growp). Finally, the strategy requests resoorces, primardly
funding for two additional posts, to develop che site along the lines proposed.

One interesting argument in the case for improvements to the web site refers to the
Continuation Audit which will be made of the University in 2000, It is apparently
standard practice for the externa] audit team ta search the web site of the institution
they are visiting and o princ off any directly relevant information, and in addition. one
of the four main areas to be scrutinised i3 internal and external commuonications.

Deckion making on information products; budgets
External Ralations

For thoge University products which are the responsibility of External Relations, the
decisions are to a large eXtent taken by ER in conjuncton with che Upiversity's
commitiee structure. ER submits proposals for major University publications oo the

s
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relevant committees, with the aim of establishing stracegic objectives for them. The
development in the presentation of the Annial Report iz an example of the process at
work. Previously it was a single very large volume; ER proposed in 1993 to the
Academic Policy Commirtee that it should in future be issued in three parts, with
different print runs: the Repore itself {3000), the Statement of Accouncs (1006}, and the
Academic Revicw {1500}

A redesign of the undergraduate prospectus inl996 proposed by ER received an
extra budger, and is gaid to have proved a good design education process for Course
directors on bow o bring out setfing points.

One product where there i8 3 clear and well-founded wish for & change is the list of
academic publications which conlinues to be published as hard copy, in spite of the
fact that a database which can readily be maintained by thoge with an ingerescin
having it up to date, and which could be linked with the web site, would be the most
cost-effecrive soluton.

5o far as finanging publications is concerned, the Publication Service piloted in 1995
by ER continwes in being, as a selfHfinancing operation, physically locared within ER,
which chiarges departments for work comamuissioned,

The Universicy operates devolved budgeting, under which budger haolders have to
jusrify all expendiviire and make a case for requests for extra budgets! Budget proposals
relating to spectfic publications are put in a year aliead, Departments make their owm
decizsions about what they will produce, and how chey will be produced (by ER. the
Universitys Print Unlt, or outside printers). Management of finance for course
brochures is devolved to Departinents. but all courge brochures have to be handled by
ER, which has the lead role in quality assurance, ER'S quality assurance role was
dezctibed at the end of the case study period as being quite a strong e on official

printed publications, but stll under discussion as regards the web site

Business School PR Unit

Whereas previcusly decision making had been led by the individval academic conires,
at the start of this study the PR Unit was able to take an overall view of the range of
information producis, and oo introduce a degree of standardization in such matters as
information ¢n carvers and details about how to apply for admission to courses. By the
end of the study, the emphasis had changed to some degree, in that the PR Unic was
MOVl [0 communicatng the general ‘key messages™ of the School, while specific

B
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product messages were in the hands of those concerned with indiidual courses -

course directors and markering officers

Computing Services

Compuring Services tock and continues Lo take its own decisions abour what it offers.
in the light of knowledge of user need. From the Service's point of view, no specific

costs are involved; it is part of their job to offer products to help their users,

Infarmation resources and information products

The idea of the university as an institution possessing a range of information resources
going well beyond whart is customarily described as management information 1% not one
that has been readily entercained in maost universities, still less the possibility of
managing information resources so that they can readily be used in creating
information products of varous kinds, Seme movement in s direction has caken
place in recent years, though there 15 stll far o go.

At the start of this study the University was involved in a long-term governmeni-
initiaced project, the Management Administration Computing Initiatve which aimed
to standapdise the presentaton and management of certain types of informaton -
primarily personnel, finance, payroll and library sysrems = acToss the university sector,
for statistical purposes, At thar timne T observed that 'If this project leads to a successiul
outesme, in the form of an integrated resource of essential information, there will be
gieat potential for the development of usebul informaton products from it, to meet
specific needs for the University's target markets, both internal and external. Thisisa
long-term prospect; in the meantme, che all too commen problems of maintaining and
inregrating databages of contacts and mailing lists stand in the way of using cven these
basic informaticn resources in developing new informadon products oo meet the needs
of potential markers. The mailing lists maincained by individual deparmments, for
example, borh overlap and contaln Incompatble daca, but lictle can be done to
improve their integrity and malke them potentially more useful, because they are
regarded ag departmental property,’ By the start of the 199399 academic year, the
parts of the syscem dealing with fnance and students had been impletiented. and the
full system was due to be implementad during 19494,
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At the end of 1998 the problem of contacts databases sHll existed, but irs solution
was part of the remit of a new developiment dicector, whose appointment was awaited.
The Business Schoal PR Unit meantme had been building its own dacabases for
corporate markerting campaigns by what was described as “laborious hand labour!;
these were however due to be breought inte che University's new data management
systemn during 1999.

Computing Services by comparison has had a rather easier time in making use of
appropriate resources of informatdon in deciding on its information products, (0 draws
om the questions it is asked in order to design the content of its products: it gets
statistics from the advisory service about the most frequent questions, and the
utilisation rate of different software packages. and draws on its own resources of
information and knowledge to develop infornation products to meet the needs
revedled.

The people responsible for Infarmation praducts
Exterrnal Relations

ER had five full-tinwe 5taff at the start of this study: a part-time press officer — also
emplayed for 3 days a week at the Business School = joined chem in 1997, A key post
from the point of view of informacon products was that of the Information Oficer
whose responsibilities covered writing, editorial, corporate communications and the
University's visual identicy (see page 54 for more about the corporate ID and its
application), The holder of the post for neardy all the pericgd of the case study was an
experienced writer and editor who also undertook a voeyear part-Gime coUrse On
typagrapliic desipn ar the London College of Printing as part of her on-thejob training.
By the end of the study the jub title had become Pubiications Manager. with three staff,
including & web editor; an addidonal post of ¥Web Manager (joint apparntment with
Compudng Services] had been creatad.

bMuch of the expertise for ER's products comes from in-hiouse, although some
gervices are bought exterinally; for example sonme jobs are pat ot o excernal designers
who deliver cameraready artworle All members of staff are encouraged to take relevant
courses, soie eXiernal, like those of the Higher Education External RBelations
Association, others provided by the University itself ER 13 described as trying * to
provide a value-added service through overview knowledge of university and of what

53]
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has worked well for others, and appreciation of different ways of presenting
information”

Business School PR Unit

The staffing of the PR Unit has grown over the period; it had four staff in 1994, with all
print, media reladons and advertsing gucrsourced, and alumni relations handled by a
halftime member of staff. By the end of 1998 there was a tam of nine, consisting of
Director, Press Officer, WWW Coordinator, Alumni Manager, three Marketing Officers,
and para clevical staff

Most of the writing of ER's products is done in-house. The articles in Business News,
hiowever, are by authors responsible for the research described: here the contribution of
ER staff is editorial.

There are interesting differences in the approach to design as between the PR Unit
and ER. While the latter uses in-house expertise on the design of its products, the
former relies on BR Publication Service to which it provides a design brief, for design
management. There appears o have been some use of design consultancies - for
example in the original design of Business News and of one et of brochures; subsequently
EFR is described as '‘adding its own ideas’ and a3 'tweakdng’ the solutions of the design
consultancy in order to cut design costs (there seems to be a perceived necessity aof
persuading academics that the products will not cost too much), By 1997, most of ER's
publications were done wia ER, though ER continued to use outside designers for major
projects such a3 the Day MBA brochure, and redesigns of Business News— University policy
gince 1996 is thac all such publications should be handled through ER

Computing Services

The service does its own writing and design of its produces; it has not been possible to
ascertain if any members of staff have specific training or background in these areas,

or whether it i3 zeen as part of the job of the scafl.

15




Case study iy Didversity

Presentation

The University has had a corporate identity since the mid 1980s, wher a design
congultancy developed an 1D and a new logo. In 1992 it was decided that & revision was
needed, and a different consultancy won the commission. The recommended oypefaces
are now Garamond and Univers, as against Melior, which was the basis for te earlier
ID. Instructions for using the identity are distribied to all departments in the form of
brief quidelines written in-house, designed by the consuliancy. The aim in the
guidelines iz not ta be too prescriptive, and to leave wsers some fQexibilicy in such
matters a8 size and shape of products; the mandatory features are the placing of the
[ogo and the colours used (while it is not compulsory to use colour, if it is wsed, the
colour standard is strictly defined),

EE has found it difficult to manage the applicaticn of the idenuty and the
guidelines, As might be expected, while there are no problems with the publications
which it handles on behalf of departments, it is impaossible o insist on conformity 1o
the recommended standards in those cases where departmenis exercise their right to
g0 it alone, and where they are noc even ready to acquire the recommended fonts. The
Business School PR Unit deseribed itself in 1997 as feltowing the corporare 1D guidelines
“imore or less'. Similar problems are experienced by dhe Universiny's Print Unit, which
handles other departmental publications; the fact char the manager of the Print Unit
hasg o be self funding puts ER in a weak position for insisting on adherence to
standards, And apart from thag, while theoretically all products are supposed to go
through eicher ER or the Print Unit. some evade them encirely and are sent direct oo
oucside printers,

At the end of this study, the corporate [0 was belng re-designed in the light of the
new corporate plan; the re-design will take into account the electronic image as well

as the printed one.

Technology

Excernal Relations uses deskiop publishing software [(QuarkXpress) [or origlnating the
informaton products for which it is responsible. It works with a roster of regular

pripiecs, o whom it sends material on disk for production. While at the beginning of
this study it was reported that the University's IT section was unabic to offer celevanc

(3]
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support, advice or guidance to ER about purchasing the software it needed, this
situation later improved somewhat, and [T support for ER's platform was available

ER's Publication Service offers PC-based QuarkXpress typesetting o its clients. As
mentioned earlier, individual departments are free to choose their own rouwte 1o
developing their information products, and this extends to a fair amount of DIY use of
desktop publishing software, with litte attempt 1o observe the recormmended
standards of presentation incorporated in the University's visual identicy (this is
particularty the case for documents which are to be photocopied, or research reports,
for which no house style exists), As in many organisations, any fee for design, no matter
how modest, can be thought excessive, while the costs of the dme entailed in doing
not very well something for which the doers lack Training arc ot Cakedl in00 ACCOUNE,
By the end of the study, while there was less 'DIY DTT than formerly, that was because
a ‘new toy' had supplanted OTP in the shape of the WWW, and there was anxicty that
this might ger out of hand, given departmental responsibitity for cheir own parts of the
web site, although the WWW Working Geoup was tryving (o promnote the use of a single
web authoring tool (front page 98) o standardise deslgn assisr with devolved site

Mianagement.

Computing Services

The whole process of creating information prodocts is in-house; Computing Services
wses it own technology Word 6, LaTex scanning and HTML edicors) for generating tesl,

SCanning in pictures, screen shots, ete,

Monitoring and evaluation; cost-effectiveness analysis

ER iz aware that a more formal mechanism than at present is requiced for evaluating
the effectiveness of its information produces. A good deat of ad hoc market regearch,
usging agencies. is done in the field of student recruitment, but so far the only actual
testing has been on the Guide to organization, services, adminiziration, where new
$taff members are invited to find specific pleces of information: the results have led w
a reorganizacion in the structure of the product, to help users identify the type of
question they are seeling to angwer. The Publication Service seaks post-publication
feedback by issuing a questionnaire to the originators of the jobs it handles.
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As described carlier (see p41) a reader survey was carried out on City News in 1996,
the resules indicaced that readers thought it dull and somerhing of a PR puff, with no
oppartunities for staff co put their own point of view. The changes introduced in
regponge to the findings {except for a letter page - which received no letters) have been
well recedved. ER sees the process of seeking readers’ views as having helped to cake
the Universicy's provision of information forward and ro ‘break our of the academis
mauld’, and as allowing che editors co form 3 berler idea of whar people want to know
and whar makes a good story.

ER aiing to achieve cosr gavings for its information products by carcful print huying.
The effects of rises in Che costs of paper were said at the stare of this study to have 50
far been contained by the use of in-leise DTE,

So far as the Business School FE Unit 15 concermed, {6 18 adinitted that evalvation of
products is likely to be 'primarily anecdotal'. and ne steps have as vet been caken
rowards anything more formal.

Ax this study ends the process of evaluating the University's electronic informarian
products embodied in itz web site is beginning. Apart from the scatstics available from
the system about users and what they [ook for, the ingfifurion of Web Days (see pa7)
has the potential o provide a valuable contributicn,

Evaluation

At the start of this cage study, the University presented a fairly classic cxample of the
federal structure and retricorial culture characreristic of seats of learning. For the areas
which are the subject of the research, this created both direct difficuldes, and
prablems deriving from 4 lack of overall stralegy.

The direct problems arose from the fact that departmental autonomy led to variable
awrareness and use of the professional advice and services available, More seriausly, the
abgence of an overall imstitutional strategy, let alone a strategy for the use af
information, meant that there was no strategic framework in which information
products might find an established place.

In the course of the study, significant changes were in progress, for which thers
seem to hawe been barp main catalysrs: che arrival of o new Vice Chancellor with a
strong interest in information: and the development of the Universicy's web site. The
first lent support fo a pew corpocate strategy, and deselopment of the University's
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information strategy, which is likely to be more comprehensive in its scope than
originally proposed.

The creation of the University's web site has had quire a dramaric effect on
breaking up log-jams and freeing channels for new interactions and new ideas which
should feed constructively into both the development of strategies and the createn of
information products. The Warld Wide Web Worldng Group provides a forum of a new
kind [or the full range of key stakeholders, who have made good use of their
oppoTtunity to shape university policy on the 'meta-dnformaton product” which is the
Universicy's web site.

By the end of the case-study period, a consultation day for users had led to scoious
strategic proposals covering the place of the Web in the University’s overall strategy
and in its informaton and marketng strategies, resources, its role in elation o arther
information prodocts, and communications within the University and beoween it and
the outside warld; the proposals had been translated ingo a draft strategy and bid for
vesources; and rthe strategy had been accepred and resources granted. Among other
matters, greater inctegration of printed and electronic products was under discussion at
the conclusion of the study.

EF, in alliance with Computing Scrvices Deparunent, lias played an initiating role
in these developments, which have helped to bring it to a more centml position whers
its professionalism can be recornised and more fully used - a further development of
positive changes over the period i the relationship between ER and those who use ifs
services. The excellent design brief has had a good influence on the guality of at any
rate the top levels of the site.

Orther technology developments such as the data-warehouse system to handle
untified contaces data, and new accounting and scudent records systems, should also
help evercome fragmentation of infortmatdon rescurces, and make chem available to
support development of appropriate information products.

If the developments ouclined are able to continue in the present direction, there
are good prospects for the resolution of some questions as yet unresolved, such as
integrating o an appropriate excent those information products, such as research-
based material and course information on the web sice, which are the responsibilivy of
departments; and the lack of an ‘archive policy” for machinereadable material of long-
term validity.
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The Cochrane Collaboration and the UK Cochrane Centre

Introduction

This began as a case study of the UK Cochrane Centre, at a time when it had existed for
only two years. Over time, the focus of the study has moved to the international
organisation of which the Centre is a part, the Cochrane Collaboration (the
Collaboration was established just before this research began, through the initiative of
the UK Cochrane Centre). It has moved because many of the activities concerned with
the creation of the major information product involved - the Cochrane Database of
Systematic Reviews - have become primarily the responsibility of the Collaboration.

The Cochrane Collaboration focuses on finding sources of information of a specific
kind in the medical and related literature, subjecting them to highly sophisticated
critical analysis, and preparing structured reviews which are input to the database
which constitutes the end product. (The NHS Centre for Reviews and Dissemination1at
York University, which forms the subject of another case study in the present research,
is particularly concerned with the ‘outward-facing’ aspects of managing and making
use of the product within the NHS: the people who are the target users of the reviews,
the ways in which they need and wish to use them, how to reach the intended

audience, what helps them to make good use of the product and what hinders them.

1 The NHS Centre for Reviews and Dissemination:

1 Commissions or carries out reviews on behalf of the NHS, focusing mainly on
effectiveness, cost effectiveness, management and organisation of health services.

2 Disseminates the results in the NHS to enhance effective decision making. It
concentrates specially on the development of evidence-based clinical practice and
service development. Both functions are supported by research on methods of
conducting systematic reviews and effective dissemination. The Centre develops
and maintains databases of published reviews and studies on economic evaluation

of health care and offers an inquiry service.

[86]
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The UK Cochrane Centre was establistied in Oxford in 1982, Like the internationat
Cochrane Collaboration which has developed from it the Ceatre tabies its name and its
miszion from the work of Archie Cochrane, a doctor who first drew attention te the
medical profession's ignorance about the effects of health care, and explained how
evidence from randemised conorolled ceials (RCTs) could help towards the more
rational use of resources. In his book Effectiveness and cfficiengs rendom reflections an Gealth
services {1972), he suggested that, because resources would always be limiced, chey
should De used co provide equitably those forms of healch care which had been shown
in propeily designed evaluations o be effective. He stressed the importance of RCTs
because they were likely to provide much more reliable infarmation chan other sources
of evidencea.

Such evidence, however, is not easily accessible to those who have 1o make
decisions about health care; though it exists in quantity, the original reports of the
relevant research are dispersed and hard to [ocate. The traditional answer to ths
problem is the review of research, which seeks to act as the link between rescarch
findings and cthose who should be able to make use of them. Unfortunacely, reviews of
RLTz hawe nat heen founded on respect for sciencific principles, in partcular the
concrol of Mases and random errors. The poor qualicy of most reviews has meant that
advice on zome highly effective forms of healch care has been delayed for many years.
and that other farms of care have continued to be recommended long after concratled
research has shown them to be either ineffaccive or actually harmibzl.

The ideas that inform the Centre and rive Collahoradon were piloted over the period
1978-198% by staff at the Nadonal Perinatal Epidemiology Unit in Oecford. Their work
vielded o collection of RCTs relating co pregnancy and childbirch, which were then
submicted o analysis by reviewers all over the world using a standard systematic
approach. The results were presented in standard tabular fonn for inpc 1o a dacabase.
The tirst products were printed books [Chalmers et al., Effeciive care in pregnancy angd
child¥irth), and Enkin et al. Quide to ofective care ir pregnancy and childbirth together with
The Oxford Datebase of Perinatal Triels, which became awailable on disk in 1983, with
biannual issues following from 19489, The database formed the model for the Cochrame
Databasze of Systematic Reviews described belosw,

The opporounity to extend this work o other fields of health care came with
developments in the NS Research and Development Directorate. The NHS accepted a

[
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proposal for a centre to carry forward the model established by the work in pregnancy
and childbirth, and agreed to provide initial suppoert for a period of three years. The UK
Cochrane Centre was set up in Oxford at the end of 1992 as one of a trio of initiatives
contributing o the Eesearch Information Systems Strategy of the NHS R&D Frogramme;
the others are the NHS Centre for Reviews and Dissemination at York University [as
mentoned above, the subject of another case study in the present research): and a
register of research projects.

In the months after the opening of the Centre, strong support was expressed all
owet e world for its aims. The idea of the international Cochrane Collaboration
emerged naturally as a result of this global support, and within a remarkably shoro
time the Collaboration became a reality, and established a basic struchice and methods

of work which continue today.

The Cantres and the Collabarstion ~ key objectivas and strategies

Thae Cochrane Cantres

The objecrives and targets of the K Cochrane Centre for the vears 1932 - 1995 [the

period for which it was initially funded by the NHE) were ta:

« [ldentify module editors and reviewers.

«  Support module editors and reviewers by means of:
A reglseer of existing systematic reviews and of reviews in preparation or planned
A pilot edition of a "tool kdt™ of standard documenrs and software for use
throughout the Cochrane Collaboration
Contribution to an international register of RCTs maintained by a professional
Bibliographic organisation
Helping to stimulate the development of centres in other countrics to support the
Cochrane Cotlaboration

« Design and maintain a database of systematic reviews with the targets of:
Establishing a management system for incorporating edited modules of systeinatic
reviews within a parent database
Developing an indexing system for reviews in the pareni database

+ Collaborate with others {including the NHS Centre for Reviews & Dissemination| in
disseminating the informaton in the database by means of electronic distribotion

[floppy disc, compact disc and online).

L]
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The majority of the objectives were achieved on dme. One which proved o cike
longer than had been envisaged was the production of the "tool kit' co help editors and
reviews. As the Report explained: ‘it becamme clear that the reviewers' Tool Eic was only
one of the documensts required by the Collaboration.’ There was a substantial demand
for further help, which was met by 2 new product, the Cochrane Collaboration
Hindbeok..

The Centre's objectives [or Uie period 1935 - 1999 (agreed in July 1995) reflect the
arowih of the worldwide Cochrane Collaboration. The UK Cochrane Centre by 1997 was
one of 15 such centres. While its first rolc was an initating one, its fubore is eovisaged
more a8 working to a facilitating brief within a UK context, responding to people wiio
want to do similar things, providing expertise and information for them to draw on -
but leaving dem oo Gukoe the initiatives and to decide wherher and if so how they carry
them forward within the Cochrane Collaboration,

Many of the tasks which it initially envisaged having to address have already been
taken on by other cencres {the register of existing systematic reviews, for example, was
taken over by the Centre for Reviews and Dissemination at York), and it aimed ¢
transfer prher activities oo some ocher agency within the next few years.

By 1997, the shared responsibilities of the Cochrane Centres were:

o Maintaining directories of contribetors to the Collaboraticn

» Helping o establish and support collaborative review groups, and to organise
workshops

+ Coordinating handsearchers of health care journals and menitoring and assisting
review groups searching specialist literature

s Coordinating the Collaboration's contributions to the oeation and maincenance of
an international regiscer of RCTS

» Developing successive editions of the Collaboradon’s guidelines and software to
support the preparation of Systermaric reviews

v Exploring ways of helping e public, health service providers and purchasers,
policy makers and the press to make full use of Cochrane Beviews

» COrganising workshops, seminars and Colloquia to support and guide the

development of the Cochrane Collaboration.

]
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The Collabaration

The overall mission of the Cochrane Collaboration is to *help people make well-informed
decisions about health care by preparing, maintaining, and promodng the accessibility

of systematic reviews of the effects of healthcare interventons,” (Cockirane

Collaborarion, 1996), Its work is hased on nine key principles:

Collabaration - by internally and extecnally fostering good communications, open
decision making and teamwork

Building on the enthusiasm of individuals - by involving and supportng people of
different skills and backgrounds.

Avoiding duplication - by good management and cooedination to maximize
aponomy of etfort.

bMinimising bias — through a variety of approaches such as scientific rigour, ensuring
broad parricipation, and avoiding conflicts of interest.

Keeping up to date - by 2 commitment to ensure that Cochrane Beviews arc
maintained through idenrification and incorporation of new evidence.

Ensuring relevance - by promaoring the assessment of healtheare incerventions using
putcomes that matter to people making choices in bealrh care

Ensuring access - by wide dissemination of the outputs of the Collaboraton, taking
advantage of strategic alliances, and by promoting appropriate prices, content and
media to meet the needs of users worldwide.

Continually improving the quality of its wotk - by being open and respensive (o
cricicism, applving advances in methodology, and developing systems for quality
lmprovement.

(Cochrane Collaboration, nd [19577])

Continuity - by ensuring that responsibility for reviews, editorial processes and key

functons is maintained and renewed.

The goals identified in the strategic plan of 1996, which set out these principles,

WEE

1

T ensure that high quallty systemaric reviews arve available across a broad range of
healtheare topics,

T maximise acoess to them,

To achieve financial sustainability.

To develop an etficient and transparent organisational structure and MANIgement,
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Development of the Collaboration is guided by an elected Steering Group and
annual incernatonal Collequia which allow the interchange of views at workshops, and

by commities decisions.

The collabarative review groups

Reviewers work as members of internadonal collaberative review groups whose
members share an ingerest in a particular topic [while most collaborative review groups
focus on specific health problems, such as scroke or breast cancer, the Collaboraticn
addresses other dimensions of interest theough “feld coandination’ — a field may reter
to a category of health service users, a group of health professionals, or a class of
interventions such as physical therapies). Members of the review group seek funding for
their activities from whichewer sources they consider appropriate. Each collaborative
teview graup 15 co-ordinated by an editorial team. which is responsible for asscmbling
an edited module of the reviews prepared by group members, for inclusion in and
dissemination through the Cochriend Ditabase of Swremaric Bewews, By the end of 1996
almost 40 review groups had either registered or were on the way to reglstraton
[Chalmers et al., 1997, and the oumber is now nearly 50, covering maost of the
importani areas of health care.

The scope of the research in which the Collaboration is interested extends beyond
randomised controlled crials, though these are still the priority arca. Although
systematic reviews of research about the offects of care ace necessary for improved
health care, they are not sufficient. The Cochrane Collaboration's Effective Pracdce and
Organisaton of Care Group, which has its editorial base in Aberdeen, i§ preparing and
maincaining systematic reviews of smdies evaluarng che effects of strategies designed
to improve professional practice. The necessity for these studies is underlined by
findings such a3 those reported by David Sackert, Professor Clinical Epidemiclogy ac
Oxtord, and Chair of the Collaboration's Steering Group between 1993 and 1995 (in a
talk piven at Oxford on 07 11 34 He dbed rescarch which shows thar clinicians have
been observed to need clinically important knowledge about 60 Hmes a week [in
contrast co the twice 1 week they themselves estimata). Eighty per cent of theimn aever
consule textbooks and journals; most get information by consulting colleamies. [E 5 0ol
surprising that cheir hold on important professional mowledge is reported to decline

over time from the point when they graduace.

=
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Crganisational culture

The way in which the Collaboration. the varlous natonal Cochrane Centres, and the
collaborative review groups see themselves and express the aims of their work owes
much to the orgapisational culture that was characceristic of the original UK Cochrane
Centre from the start, A small organisation, it actributes ics progress so far to having a
simple and understandable aim, and to being able to point o resulis which zhow that
it works. Small size {in 1993 the Centre soll emploved only nine staff) was a matcer of
deliberace choice, as was its collaborative and non-hierarchical way of working. A staff
member with long experience of the work which preceded the foundarion of the
Ceontre commented that, while there were plenty of strong personalites around, there
Was 1 genuine commitment to a non-hierarchical “stake-holder’ approach, which paid
regpect to each person's knowledge, and which had the effect of raising cmployees' self
esreem and their willingness to speak out. While things have mowved very fast since the
Centre was el up, aid a ‘bureaucracy' to handle chem has had co develop equally fast
to lkoeep pace, the collaboradve culture is seen as a safepuard against bureavcracy
talting over.

The same non-hierarchical and non-exclusive spirit informs the Cochrane
Collaboration's approach (thougrh over time and with growth, this is said co have
become rather more bureaucratic). While high standards of dedication and
performance are required of those who work in review groups. it is seen a5 important
b reduce any tendencies to exclude those with an unpopular approach in any field,
railroad decizsions through. or bid for dominance, As review groups are problem-based,
tather than disdpline-based. they bring together on an equal footing pecple from many
backgrounds, withour attomatke priority for anyone [the stroke group, for instance,
includes neurclogists, neurosurgeons, speech therapists, physiotherapiscs,
psychiatrists, and consumers). This approach implies a view of comimunication as a
‘conversation' between equals, rather than as the transmission of ‘micssages’ oM an
auchorigarive 'zender' to a passive 'teceiver'. As Chalmers et al. (1997} put it, * .. lr
should never be assumed chat the results of Cochrane reviews "speak for themselves" ...
In making decisions abour the care of individual patients, for example, the results of
the reviews must be integrated wich the clinician's expertise ... and the patient's
expertise, which derives from their knowledge of their condition ..

in many ways the culture is an uncommon one. The director of the UK Cochrane

Centre describes it as *an ethos of giving', and. in chac, it runs counter to some of
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today's received wisdom in the management of health care ja circumscance thac in che
long run may perhaps procect it rather than making it ¥vulnerable). The tact that Lo
wiork for the aims of the Collaboration demands ‘an ego that is sarisfied by unsclfish
collaboration and group, rather than individual, eecognition: a career-lang commitment
to the conbnuing, exhaustve search and analysis of all relevant trials; enofmass
numbers of hours of individual and group effort; and the subservience of personak
convictions 0 scientflc evidence.” (Sackect,1994) may actually make it refreshing and
Liberating for those only o accugtomed oo the dag-eatdeg relacionships of much
contemporary academic and clinical Life.

The non-proprietorial approach extends o dwe informadon products of the
Collabaration; no-one has exclusive rights to distribute the Cochrane Dolibase of Systemotic
Reviews, and there will be various publishers of the specialised databases derived from

it, and of spin-off publicatons.

Infarmation resources

As explained ar e beginning of duis study, the essential business of e Cochrane
Collaboradon is identifying sources [or information that meel pardoular criteria,
finding relevant information in the sources, analysing it to fgorous standards, adding
value to it by reviewing the findings, and making it accessible to potential users
through the database, and other products derived from it. This means that all the
information resources it draws on ave concentrated towards feeding this process, and
rhat there 15 4 very particular robe for information specialists in 10 work.

The abject of the initial stages 15 10 find BCTs that bave been completed and
published [bwo other catepories of importance are those which have been completed
but remain unpublished, and those which are planned). Published BCTs are locaced by
bwio means: on-line searches of databases such ac Medline and EMBASE, and hand
searching of relevant journals and conference proceedings to pick up RCTs which =
because of indexing wealmesses in the databases - are not found through the very
thorough ondine search srategies which hawve been devised. {One of the outcomes has
in Fact been some improvernents in the indexing in key databases,)

A database of journals covered by hand searching has been set up, with details of
the searchers responsible for each, in the various countries participating in the
Collaboration. An innovatve development initiated by the UK Cochrane Centre 15 the
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training of nonspecialist searchers {incduding students in the University of the Third
Agel.

RCTs which have been compleced but remain unpublished constitube a “dark area’,
Failure to publish can arse from various reasons, including the decision by researchers
that the results are “wninteresting' = but from the poing of view of the Cochrane
philosophy there is no such thing as uninteresting resuls, The Collaboration aims o
ensure that all RCTs are registered at the inceprion of the study, with details of the

main research question.

Information products

This section curlines the products offered, together with some consideration of the
management issues relating to their publication. For comments on che presentation of
the products, sce pl102.

The work of the Collaboration is disseminated through one major contnuously
updated electronic informadon product (available on disk, CO-ROM and online) for
external uze; The Cochirene Librery {first issue mid 199} This consists of the Cochrone
fratabase of Sysremacic Reviews (first published in 1995, available cn the Internet from
1995), the Database of Abstracts of Reviews of Effectiveness (issued by the NHS Centre for
Reviews and Disseminaton), the Cocirate Cottrolied Trals Register, the Cochranc Review
Methodology Database, togethier with 2 handbook on review methods, a glossary, contact
details for Cochrane Collaborative Review Groups and other Cochrane enticies, and a
guide to finding relevant material on the Internet. The Cochrane Library as a whale
became available on the Internet in 1998,

It supports the conteiburors ro che database with a small range of know-how'
information products, of whiclh the most important is the Cochrane Collakoration
Beviewers' Handbook. .

Management issues

Arrangemence for distribudon of The Cackrene Librery changed quite rapidly in the first
vear of its existence. [mitally, it was avallableon CL-ROM and dishse, and theBM]
Publiching Group managed distribution. Within the Brst year, however, with the aim of
reaching more potential users, the Collaboradon and the BM] agreed o maodify the
otiginal contract to allow others to distribute the Library. Update Soltware = the
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company responsible for assembling and producing The Cochrene Libmry - was given
responstbility for distribubng the product. Update Software was responsible for
producing the original Oxford Datalase af Perinatel Trials, The Cochtate Pregmatcy and
Childbisth Dntebuess, the Cochirens Datakase of Systemalic Seviews, and fnally The Cochirane
Library, In 1996, Update Software cntered inoo an exclusive agreement with the
Collaboration, whereby it assembles, produces and distributes The Cockrune Librery and
all products derived from it. In exchange for tese exclusive rights, Update Software
agreed oo act in accord with pricing and distribution policies established by che
Callaboration.,

Underlying these changes there are both commercial reasons [the need o ensure
that the Collaboration recains control of producton and distribution and gers adequare
fnancial return), and quality considerations [the need 10 make the Dest use of cloge
contact with the users of the databases), In connection wWith these clisnges, the
Collaboration's Steering Group established a Publishing Policy Group as a standing
commities to overses the distribution and pricing arrangements for the Collaboration’s
praducts; this committee includes representatives from the Centre for Beviews and
Ihssemination, and from Updace Seftware. [ holds a eleconference rhiee or four times
i yrCar.

Update Software, as publisher of The Cochrane Library, takes an approach oo
clectronic publishing that differs in some fundamental ways from duat taken by
tracditional publishers. It does not select, edit or modify che material it publizshes, and ic
makes no claims on the copyright; while this reduces publishing cosrs, it places
responsibility for gquality control on the providers of the content = the Cochrane review
groups and the Centre for Reviews and Diszemination, [n addition, promotion,
marketing and user iraining are seen as a responzibilicy shaved beoween the publisher
and the contributors, while Update Software comumnils a significant propordon of i
budget to these activities, it relies on such help from contribulors as the NHS Cenire
for Reviews and Dissemination ‘trainer (talning' workshops.

This approach o publishing has so far autumn 1998) been found to work well, but
there i an acknowledged need to improve both proeduct quality and disseminarcion,
which depends upon commitment and support from the contributing groups. (See p1is
for sleps to upgrade editorial quality,)

Apart from the introduccory brochure and Handbeok, the Cochrane Collabomtion
has currencly no printed produces for outside wse. [t is acknowledged, however, that
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people still like printed products, and some suggestions have been made for ways of
meeting chis preference, for doctors have requested a 'current awarcness' printed st
a5 a key to accessing the dacabases. (The Australasian Cochrane Centre initated in 1997
a printed product - Xovouusp Netaopk Zynvoncss — which gives brief synopses of new
Cochrane reviews from the latest issue of The Cochrane [lrery, The aim i3 to provide
information which is both accessible and accurare for interested lay users.)

The Cachrane Database of Systematic Reviews

This key database will eventually cover the whole of health care. The Gt issue,
launched in April 1955, contained reviews on pregnancy and chuldbirth [derived from
the Qxford Database of Periratal Triads), subfertlity, stroke, schizophrenia, and parasitic
diseases, and the range has been extended over the successive quarcerly issues.

By 1997, The Cochrate Likrary included a guide o material from ofher sources on the
Internet, and work was in progress on Cwd other projects: a 'Beproductive health
library' for developing countries, on behalf of the World Health Organisation; and a
cancer project integrating information on reatment and support groups, to provide a
spurce for support agencies and groups. Further projects on these lines were added by
1995, for example on tropical medicine.

A further project which will integrate The Cachrane Library with other information
cystems, allow ifs readers agress to 4 wide range of content and make it accessible to 2
wider audience, is now (1993} in progress; a collaboration between Osid Technologies
and Update Software has begun to prodisce Evidence Bosed Medictte Revisws - a product
which integrates the Cochrane Datebase of Systermatic Beviews and CRD material with
MEDLINE and full-text journal collections (released in the third quarter of 1998),

'Krow-how' praducts

The resdewers who contribute 1o the Sochrane Datebase of Systemalic Bevisws cthemaselves
necd informaticn tools to support therm in their work. The main ones are the Cochirane
Collaboraton Handbook [Cxman & Mulrow, 1597, available both in printorepaper form
and, through the Internet, in 2 machine readable version: the "Review Manager'
tEevhan) software which is desipned to give statistical and other support 1o reviewers,
and 'Module Manager' {Modban), which helps coordinating editorial teams to assemble
protocols, reviews and information about their collaborative review group. Together,
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they make up the ‘Cochrane Collaboration Information Management Sysrem’ @ this is
now the responsibility of the Collaboration’s Sofoware Development Group., which lias
end-users and reviewers in training 4 members,

Mew versions of the Review Manager software for Windows and for Mac users were

released in 1996 and 1997, snd a fourth version will be issued in 1999,

‘Awareness-raising’ information products

An important part role of the Cochrane Collaboration is raising awareness among the
relevant professional public by means of articles in specialist journals. Ardicles by
specialists in various felds have been puhlished in che joumnals of a wide range of
specialisms, and accounts by journalises have appeared in the pational press. A major
product of this kind is the velume pablished in celebration of the 25th anniverzacy of
Archie Cochrane's Effectiveress and Efficiency {1972 IMavnard & Chalmers, 1937}

Web sites

The availabilicy of major Cochrane Collaboration products on the internet has been
mentioned af various poincs, There are in fact twao relevant linked web sices, one
maintained by the Australasian Cochrane Centre on behalf of the Collaboraton and
miveored at eight lecations, and the other by Update Software, which iz responsible for
all information about The Cochrane Likrary , including the abscrracts of Cochrane reviews.
In this sense it both supplics information for the general Cochirmne web site, and accs as
oive of the hosts of the general site. [n addidon it maintains its own web site, which
includes information on the National Research Register and other prosducts.

The Cochrane Collaboration site gives access to all the major information products:

s 'General information’, most of which ofdginated as hard copy: the brochwre and
lzaflet, the Collaboration™s strategic plan. steeringe proap minutes, artcles of
association, newsletters, etc

&« 'Guidelines, manuals and software': including the Cochrane Collaboration Handbook
for reviewers: the Revidan, ModMan and contact management software. the
Cochrane Library and abstracts of Cochrans Reviews

«  Contact details for Cochrane Groups

1971
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It is well structured, and provides a variety of options for downloading and printing
such products as the Handbook; navigation is straightforward. and there is a welcome
alphabetical site index.

The Updare Software site is devotad to the Cochrane Library and associated
databases; it gives access to
s« Details of the Cochrane Library; Evidence-hased Health Care Resources;

Reproductive Health Librany: Ovid's Evidence Based Medleine Reviews: National

Research Begister
+ Software tools: Update products for creating and maintaining systematic reviews,

and managing references
« Training resources: CASP {Critical Appraisal Skills Programme]; the CRD's Cochrane

Library training programme
= Scharr guide to resources on internet
o The Cochrane Librery, National Research Register, and Cochrane Library Abstracts.

Costs and budgets

Probably close to 50 per cent of Cochrane Collaboration staff dme 15 devoted 1o
information management and information products. About 73 per cent of Updage
Software's revenue budget goes on management and development of information
products, and about 20 per cent on R&T for future improvernents.

Human resources for Informatlon products

Some of the people responsible for the information prodices deseribed work in the
Cochrane Centres throughout the world, others are dispersed i the Collaborative
Review Groups.

The original role of the UK Cochirane Centre was to provide kiow-how and the
benefits of experience. and to build ¢confidence among che reviewers. The people
voncerned with this aspect of the Centre's work when this case study began were those
responsible for;

s Sfrategies for searching on-line databases, and for hand searching of journals

s Cowordinating the inputs from collaborative review groups

» Training and education for reviewers and others whoe contribute to the  process
+ Software support and database developiment.




Case stody The Cachraoe Callaborativa and e UK Coshrane Cengme

50 far as the first is concerned, there was and is strong emphasis on the active and
initiating role of the Centres informacon specialist in helping groups to identily
strategies, and working with them as they moved into the review process. The
information specialist is not regarded as an information manager in the uswal sense of
providing information suppoert, but rather as an integral part of the review process.

Coordination was originally the responsibility of a Database Administrator who
checked that the modiiles of reviews submitted by collaborative review groups met the
required format and interacted with the resview-group administrators, whose job ic is mo
help reviewers to maintain scandards. More recently, this role has been assumed by
Update Software, which has also become responsible for software support and database
development under the arrangements for distribution described on p94.

The process of developing review teams ar the start of the original Oxford Databese of
Ferinatal Trials was not an casy oo some of the participancs were content experts whoe
had little idea of methodology, some were stroag on methodalogy but weak on content,
and zome were unreliable reviewers, Over Cine, a weeding process ook place, and an
excellent team of reviewers cmerged. On the basis of that experience, careful
challenges are today deliberately put to thiose wlio express an inrerest in setting up
review groups, with the aim of identifying durable enthosiasm and commitment.

The members of Collaborative Review Groups are researchers, lealch care
professionalz, consumers and others with an interest in preparing and mraintaining
reliable, up-to-dace evidence relevant Lo prevention, trestment and rehakilitaton of
partieular health problems. Their work is supported by translators, people who make
hand searches of journals for relevant material, and “consumers’ . Each group is
requirad to prepare a plan, in consultation with the staff of cne or more Cochrane
Cetibres, puclining how itwill contribute to the Collaboration’s objectives, the scope of
the grovp and the topics it will cover, and who will plan, co-ordinate and moniror the
group's work, Eacly geoup has a eo-ordinacing editor, supported by an editorial team,
and an administrator who manages day to day activities.

The process of cTeatng a systematic review consisis of these scages [15 defined in
The Cochrane Colleboration Handbook:

+ State objectives of the review, and owtline eligibility criteria
¢ Search for studies that seem to meet eligibility croteria
+ Tabulate characteristics of each study identified and assess its merthodological

quality
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« Apply eligibility criteria, and justity any exclusions

»  Assemble the most complete dacaset feasible, with involvement of investigators, if
possible

« Analyse results of eligible studies, use statistical synthesis of data [meta-analysis), it
appropriate and possible

« Perform sensithvity analyses, and subgroup analyses if appropriace and possible

« Prepare a structured report of the review, stating aims, describing materials and
mechods, and reporting resules,

The training of reviewers and others who contribute, such as the people who make
hand searches of journals, is evidently a eritical one. The emphasis 5o far has primarily
been on scicntific quality, and the Collaboration has been swecessful in establishing
what is recognised as a “gold standard’ in the process cudlined above,

The Cochrane Centres provide training for experienced and novice reviewers, The
Hondbpok on preparing systematic reviews is used as the basis for worlkshops which are
intended to help reviewers ta build up their competence in the areas where they most
need it and co open up understanding of the range of features which need to be taken
into account, including economic and social factors, and patents’ viewpoingz, The DX
Cochrane Centre has recently (1998) run a worlshop on editing revicws for members of
Collaborrive Review Groups, Other courses are based on the RevMan software. Training
is also provided for the people involved in hand searching journals for reports of RCTs.
For the future, joint cdumtonal activities are planned with the recently established
Centre for Statistics in Medicine at the lnstitute of Health Sciences in Oxford.

The Coilaberation has recently set up an Education and Training bethods working
group, coordinated by an educatonalise in Seactle; amang its fasks is searching
educational jonrnals for controlled trials cn education projects. This development is
linked to initiatives to establish an infrastructure, comparable to the Coch@Ene
Collaborarion. for preparing and maincaining systematic reviews of educational
research,

Another area where a need to draw on professional support is becoming evident is
that of editurial skills 0 relachon to written presentation of reviews, which is some
cases does not match the qualloy of the scientific content, Update Software and the
Collaboration have recently [autimn, 1938) hired an editor on a slort-term contract to
edit existing reviews from this point of view,; the reviews have then been sent back to
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the originators with suggestions for changes, The pulceme 15 nar Yt certain - the
Collaboration is said o be ‘not exactly clear on where it wants to go'; if il glves away
part of the editing role, it changes itself, but the present editors for review groups have
not seen this kind of copy edidng as part of their respongibilicy, These unresolved
quesrions are related to another area of less than complete agreement = Who constituzes
the audience far the reviews?

From the point of view of the Collaboration, as expressed in a Steering Group
statement. the tarret awdience is ‘peaple making decizions about health care’,
including 'health care professionals, consumers and policy makers with a hasic
understanding of the underlying diseaase or problem.’ While Cochrane Feviews should
b written so that they can be read by such a readership, they cannot be presented in
such a way as to be ‘understandable 1o anvone’; and [TThe readabilicy of Cochrane
Reviews shiould be comparable (o that of a well-written article in a general medical
journal.” The view of e Managing Director of Update Software, as publisher in contacc
with a wide range of cuscomers and potental customers and aware of the difficulties of
access they encounier in seeking to use the database, is that che reviews teod to be by
researchers for researchers, to use a lot of jargon, and to have little background and/or
dizscussion. The experience contributed by the Centre for Reviews and Dissemation statt’
member wha is responsible for Cochrane Library training in a variety of uscr conbexls
tends to complement chis view. It should be noted that this issue is recognised, and s
being discussed in the Collaberabon,

While the UX Cochrane Centre has from the start been an informaton-intensive
organisation by virtue of its objectves, the only information products for which icwas
originally responsible were cthe 1992 brochure with which it was launched, and the
Cochrane Collaboration brochure produced the following year, together with the Orst
version of the Headkaok for reviewers. These were all writcen and designed in-house at
the Cenrre, and it was not congidersd necessary or appropriate o recruit or
commission people with specific experience in writing or design. Since then, the
Centre's role has changed, and it is no [ooger responsible for ceatdng information
products.

Specialised skills for the Collaboration's main information product are today wnder
consideration. When the new arranrements for distribution came inco being in 1997, it
wias hoped that funds from trading would provide money which could be invested in
them. In line with this, Update Software iz zeeking to expand in the design area, and is
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cartying out surveys of designers and relevant email discussion lists. Expansion over
recent months means that the company now employs staff who are responsible for
managing design and quality issues.

These matters of human resources and specialist skills are inseparable from how
information content i3 presented (o those who wish to use it and transform ic into
usable knowledge which they can apply In action. 50 it is o the presentation of

information that we mow turm

The presentation of information

Awareness of the significance, and the difficulcy, of this aspect was there from an early
stage: “It is very important to present the evidence in a formar and language
appropriate to the user's needs, and we still have a long way to go in learning how best
to do this' (Chalmers, 19594}

The Cochrate [ibrery

The ficst issues of TSR were described as a shori-ferme interim system - pending a full
solution to tie problem of indexing, Search fcilities were limited to an index of text
words, and to simple Boolean searches inidated by orping io character strings
containing the required terms. The main problem was identified as rerminelogy control
of synonyms; a likely solution o this was the adoption of Me3H. The system
incorporated browse and navigate facilities,

By the second issue of Cochrane Library {embodying the CDER | the Databose of Alstrocrs
of Beviews of Effectiveness, the Cochrane Controdled Trials Reglster, the Cothranre Bovivw
Merfindology fatabase, together wicth Abort the Cochrane Collaberation and Other Sources of
information) it was claimed that the “software for fnding/displaying material is refined’;
new entries could be specifically retrieved; new search options were available
{searching on phrases, using parentheses to nest search terms, miting searches to
specific fields, and searching vsing MeSH terms - initially accessible only in the CT¥
wversion), and it was posgible to input comments and cridcisms on Cochrane revicws.

Increased size and structural complexity brought new problems of presentation, The
original version had a conceptual structure that was reasonably casy o grasp. and
presented few difficulties in navigation. The main presentational weabkmesses lay in
visual desipn, screen presetitation and typography: my comments on the original werse
that not enough thought had so far been given o such macters as:
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s« Consistency of screen layout

«  Window size and shape

»  Placing of buttens

»  Usc of loons vs text bultons

« Text measure |line length)

a Type faces

= Page structure for the text of revicws and other contnuous matter,

specific comments related co such mateers as the mixture of symmetrical and
asymmetrical lavour; the layout of liscs and of windows wich a small amount of text:
lack of standardisation in the placing of frequently occurring buttons; the fact that
size, shape and spatial relationships of windows appeared o be planned on a screen-by-
screen basis, rather than developed [or the database as a whaole: and che tvpography of
graphs and rables. It was also suggested that it would be worth thinking about the
implicacions of describing the dacabase ag an 'electronic journal'. "Why not aim to
follow that analegy in the visual presencation™ In particular, in the reviews themeselves,
why not adopt a page structure, rather than sceolling scoeens full of text, with proper
margins, perhaps a Z<olumn grid, page nuwmnbers and all the other clies o locadan ecc
which are so useful in the princ-on-paper products which are the fouit of centuries of
development?”

Apparencly feedback from users was on similar lines, and some changes were made
to meet their comments; placig of buttons was been standardised and inconsistencies
in the use of toxt and icon buttens resalved, and it was planned to present simplified
graphs embedded in the text of reviews.

By 1956, further changes had been made in the direction of simplificaton and case
of navigation, with more standardisation of scarching and in screen presentation. (A
welcome addition was a subtitle to the home page, to show that The Cockrene Library
deals with the evidence base for health care - it was only at a late stage in the
development of the database that it was realized that nothing in the main cite
incicated what lay withing yet another instance of the dangers of knowing one's ovwmn
product so well that we cannot imagine that others can be ignorant of i) Mo changes
in design have been made since 1996, mainly becavse there was inlenss criticism that
the interface was changing too frequently; the next majer change is planned for issue
1, 20k,
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On-screen presentation is another area where there are contradictions o be
resolved, While chose responsible for the design of the database are very aware of the
importance of creating a structure which helps on-screen use, the originators of the
roviews write their product in che way which chey are accustomed w = in the typical
sriencificcommunication tradition of printed journals; and that tmplies printdng owt
for reading, which is indeed the way in which many end wsers work. [See below, p106,
for the technological implications of reconciling the owo appraaches.)

Hard-copy products

The [{andbogk was in its original form a large and detailed print-on-paper work.
Originated in-house, using word-processing software, 10 was presented both as a
complete A4 format volume in a lacge cingbinder, and in the rather more convenient
form of spiral-bound individual sections. The Editor's preface to the Arst edition said
modesthyr that it was an "organic’ document which “will change as we all pet better at
our jobs', and indeed a number of suggestons of ways in which it needed to change
were forthcoming from people interviewed in the course of the case study.

In the words of one fypical comment, it was seen as representing a danger of
“forward thinking combined with an old-fashioned presentation approach’, too bound
to medical culture, and lacking awareness of aleernatives and of the kind of
presentation to which some of the proups to which the Collaboration was trving to
appeal were accustomed. This comment was accompanied by the suggestion chat
outside sponsorship might be sought for funds to improve the presentation, since cosc
was advanced a3 the reason for not seeldng professional inputs in this arca. The original
hard-copy version congisted of sections on:

v The Codirane Collabomton

» Establishing and supporting collaborative review grodips

s Representing the interests of Aelds

s Cochrane Centres

+ Establishing and maintaining an international register of BCTS
+« Preparing and maintaining systeinalle reviews

Each section of the original version was a detailed volume in itzelf; che one on
systematic reviews, for example, consisted of 75 pages plus a further 50 pages of
appendices, By 1997, the hard-copy version of the last secHon had been discontinued in
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favour of presenting it as part of the Cockrane Library; word-processed files for the
remnaining sections were maintained, updared as necessary, and printed out as
roquired.

The current version [most recently updated Seprember 1997) evolved from the
section of the original on ‘Preparing and maintaining systcmatic revicws'. I is
avadlable, under the dile of Reviewer's Hondbrok. in various versions, incuding cext and
appendices on the World Wide Web. The Handbook in ics present form is no longer
open to a criticism which was made of the original edition, in an earlier version of zhis
case study:

“The cext is thorough and well written, in a primarily descriptive sovle: this applies
particularky to the key section which sets out in detail what ‘Reviewers should " do in
a range of different circumstances. [t is, however, open to question whiether users,
particularly at the scart of their work as reviewers, will find the descriptive approach
helpful, or whether tiey would do becter with a tagk-baged "how co do it ..." approach.
Therte is certainly a body of research on the presentation of instructional texy {see, far
example, Gold, 1992 and Carroll, 1990), which suggests that the latter is likely to be
moTe sucressiul.”

The present edicrion, wricten in a brisk and accessibla style. avoids the 'reviewers
should' approach and gives clear advice in logical sequence for tackling each siage of
the process, with pertinent cautions and warnings (for example, the section on
analysing and presendng results begins: "Do not start herel Please read gections 3 - 6
befare reading rhiz section. It is sometimes temphng to jump directly into the analysis
when undertaking a review. This is hazardous if appropriate attention has oot been
given to formulating the question [sectionr 3), identifying, selecting and critically
appraiging stiedies (section 4 and section 3) and collecting data [section ). )

It is supplementsd by a princed Training Manuval, publiched by the 5an Antonio
Cochrane Center, which gives summaries, examples and exercises.

The small informarcive products, like the hrochure, leaflets, ete hava so far been the
subject of ad koo desipn decisions. The very appropriate aind content-rich logo was the
work of a local designer to a brief from the Director of the UK Cochrane Centre, The
original hrochure was designed by the Director of the UK Cochrane Centre: the current
edition originated from the Dutch Cochrane Centre. Such small itams are originated in-

houze and externally princed.

(1]
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The technology supporting the information praducts

The same software designer has been identified with che developiment of the database,
from irs origing in the mid-80z at the Natdonal Perinatal Epidemiology Unit through te
the present rime.

His tole in relation to the UK Cochrane Centre was initially that of consultant on
information technolopy and software development. His company {Update Software) as
described earlier {see p94) , in 1997 bacame responsible for publishing and diseributing
The Cochrene Likrary, taking over from the UK Cochrane Centre responaibility for dealing
with the Cochrane Collaboration advisory groups inctuding the Publishing Policy
Steering Group, publishing partners such as the BMJ, and the NHS Centre for Reviews
and Digsemination.

A conflict of interest beoween on-screen use of the database and down-loading to
print our was mentioned above, The technelogical implications are intriguing; if
printng ouk is to be the main way of using the content, HTML, despite its many
advantages, is inflexible in that such typographical features as line length, page depth,
and font cannot be controlled. The use of more Qexible curment markup languages
would be helpful; the downside of that, however, is that they are more complex o use,
and will require more skdills of users. Altetnatives are only now becoming possible,
Longer termn. Update Software looks to a solution through a new product which is
really addressed to the vsers, as opposed to one which works but is not designed for
specific users, Feedback from existing users suggests that a "'newspaper headline’
approach weuld work, leading o a dialogue berween user and mvstem to establish the
level appropriate to the wser's necds, and the offer of relevant oypes of material. This
would be very different from the information retricval approach associated wich librany
dacabases, A solution on these lines is thoughe possible by the cnd of the century, [Far
move about user feedback:, see the following section)

software support and dacabase develapment are mainly the responsibility of Updale
Software and the Mordic Cochrapne Cencre, There are other advisory groups of the
Collaboradon which also have a potencial contribucion, such as the Coding and
Classification Groap, which has the remit of looking at search scrategies, but which
unfortunagely mests only once a year.
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Testing, monitaring and evaluation of infarmation products

While chers was from the starf a strong commitment to seeking feedback from wvsers,
in the early stages of the UK Cochranc Cenlre cvents moved so quickly that the means
of getting had co be fairly informal. There was, for example, not enough time for inidal
formal pretrials of the Cochrane Pregraney and Childbirth Dofabaze: but there was some
informal testing of updates — the database designer sent oul prototypes for screens, and
sought user comments on them for possible incorporation in the next issue. The 'next
generation” developments in software mentioned earlier involve focus groups and
variouz advizory groups, The Cochrane Library itself now has a ‘comments and criticism’
butoois which allows users o comment on the sofoware, and che web site also hasa
comnienis page for feedhack on the products.

A start was made on more formal monitoring and evaluation with a postal survey of
how the Cochrane Pregrency oand Childbirth Dirabase was being used in the healch service
in 1994 (Hyde, 1995]. A questionnaire sent to all 387 subscribers to the database sought
details of users' organisations and jobs, and asked them about their purposes in
insealling the dacabase, the people who have access to it, and difficulries encountered
in using it The response vare was high (71 per cent). The main body of users were in
hospitals, with other significant groups in academiy insfifufions and purchasing
ingtitutions, Three professional backgrounds predominated among the respondents:
midwives (30 per cent}, doctors {30 per cent), and librariansfinformation specialists (20
per cent|. Mearly 211 subscribers who responded had made vse of the databage, the
majority of them making raultiple uses - most frequently to improve personal
knowledge and the knowledge of others. The findings also indicated that use in 1954 of
the Cochratte Pregnaney and Childbirth Databese was substantially more widespread than
uge of the (kford Detabage of Pertntatal Trlals in 1993, (By mid-1998, over 5000 copies of the
CD-ROM version of The Cochrane Library were distributed every quarter, and the Internet
product, alzo discributed on a subscription bagis, gave zccess to thousands more.}

Today, quality assessment is the resporsibility of advisory groups reporting co the
Collaboration Steering Group. Products are assessed against the long termn objective of
providing informarion abour the effects of health care co inform decision malking, and
the sharf-term one of setting up review groups for all areas of health care, The
performance indicators used are che production and quality of reviews, for which the
Collaboration has deweloped high-level consensus standards. Attainment of the

standards is confirmed by empirical studies which indicate that, compared to reviews

[107]
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published in the peerteviewed printed litemtire, Cochrane reviews are less likely to
ghow evidence of publication bias (Egger et al., 1997), and are methodologically more
tigorous (Jadad et al., 1998).
Updare Softwate obtains and records feedback about The Cochrane Library by a varietyr
of mizans:
» Direct teaching sessions and interviews with end-users
+ Attending major healch library conferences in the UK, Europe and Norch America
s Telephone, fax and etnail requests for help and information
s Cochrane Collaboraton advisory groups such as che Publishing Policy and Software
Development Groups
« External quality assurance tests of other products using The Cochrane Libraty
interface (the WHO Reproductive Health Library and the National Research Reyister]
¢  Presale evaluadons by major customers
+« Workshops at national and internaticnal meetings

There is also an apen email discussion list, and it is {1998) planned to form a
Cochirane Library Users Group, whose initial role will be to advise on the next generation
software.

Update Software works in close congact with the Centre for Reviews and
Dissemination, through the slaff member responsible for their Cochrane Lirary training
programme, which provides valuable insighes both inte the range of people attending,
and the comments they make. Many of them are librarians, and their main difficulty is
in visualising the structure of records in The Cochrane Library , and in appreciatng chac
they are full text rather than abbreviated bibliographic records, and are structured
differently in different areas of the darahase. Ag the range of participants in training
increases, more people without baslc compurer experience are encountered —
including nurses, some doctors, paramedics, and staff from community health ousts -
and their lack of experience causes real difficultes. The interface also seems o give
probiems to those who are accustomed to different standards - features particualarly
mentioned are the split screen with the menu ac the top and the document at the
bortomy: and the raracon of the riangle as items within the main folder drop down,
Once wsers reach the documents, however, they find them easy to manage; the Outline
feature is pacticalarly appreciated, Printing out complete reviews is usual when

[1ea|
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librarians find somelling relevant: non-librarians like to print extracts, a procedure
which iz described as requiring “a bit of a fiddie”.

in 1997, 250 medical libraries agreed to evaluate the July issue of The Cockrgne
Library; the evaluation was mainfy carried out by the KHS Centre for Reviews and
Dissemnination, with financial suppott from Update Software. The results were more
useful in providing information about who uses the databage than about how they use
it, The observation that emerges, however, about users 15 that "People don't want
collections of documents: they want information® - something which is true of most
seelers for information in most Siluacions.

%o far, feedback from surveys of users shows that the majority interest is in searches
by subject, racher than bibliographic features such as author or e, This means that
assigming subject index terms, and terminofogy control which actually helps mther
than repels the user are particularly imporcanc; it also raises issues of how much can
be invested tn this. and who should assign terms. In this respect, matters arc said o
have taken a backward step because of the Internet, because it is not possible to apply
indexing of text in that context - a different world from thar of text retrieval indeed.
Update Software asked rovicw groups in 1996 00 arganise information by ropic and to
provide a topic list; it is anticipated chat dals will be achieved by mid-1999, and thar
the first release of The Cochrane Likrury in 2000 should bave more of a subject index.

As far as the Handbaok is concerned, the section on prepanng and malntalning
systemnatic reviews at one stage incorporated an cvaluation fectn which asked wsers:

« What about this section of the Handbook do you like?
# What could be improved and how?

« (ther commenits or suggesions.

Some of the changes made have been in response to feedback from users, A revised

version of the evaluation form was being prepared in 1793,

An evaluation of the present sltustion

Given char e Cochitane Collaboracion, is an 'informarion-ingensive organisatbon”,
whise whole raisen d'etee is to find, analyse, and add value to information so that it
can be used productively, there are Owo questions 1o ask:

1 What features in the way it seis about its work are likely to support the creation of

effective information products?

fnos
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2  Are there any counterbalancing factors that may uvndermine its efforts?

This evaiuadon, af the concluding stage of case study, has more positive and fewer
negative features than the evaluation drafted owo years inte the study.

Positive features

&« The UK Cochrane Centre met its original ohjectives in terms of developing
informadon products, and the Collaboration is making good progress towards
achieving its principles and thc aims of its strategic plan.

= Informadon respurces and information management play a key role ac all stages of
rhe review process, and members of review groups are well supported in managing
the inforimaton with which they deal. Informarion specialists are essential
comtributors to the review process.

=« The organizafional culture continues to be an open one; despite the rapid growth
in zize. the Collaboration is aware of the need to avoid bureancracy and to retain
the non-hierarchical structure and the ‘ethos of giving” which permitced the
original (UK] Cochimatie Cetitre to make such rapid progress in developing its
information products,

»  With the Centre for Eeviews and Dizsemination, the Collaboration has been
responsibie for developing a whole new area of specialist sidll in creadng unigue
information products - the systematic reviews which make up The Cochrane
Library, together with instructional products to support those who exercise cthis
slall.

« A ¢reative solution to management issues has been developed; the relationship
benween the Collaboration and Updace Software ensures maintenance of quality,
together with control of production and distribution and adequate financial return.
Update is an cssential partner in the enterprise, not 3 rechnology tail wagging an
information dog.

+ There iz clear evidence of learning from experience in the presentation of both The
Cachrane Librory and the Hovdfioox. So far as the databases are concerned,
there iz the prospect of a product informed by the needs of users, which allows
them to select the appropriate level of presentation in relation to their existing

knowledge and the ways in which they want to use information.

o
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» The approach to the training of users provided by the Centre for Reviews and
Dissemination is in line with this aim, and collaborarion between Tlpdate Software
and the Centre’s fraining specialist contributes to systemalic monitoring and
evaluaton of the effectiveness of The Cochrane Library, and to progressive
upgrading.

« The need for professional inputs on the side of orpography and Information design
in the presentation of the content of the reviews is recognised, and there are plans

ro invest in these specialist skills.

Potential problems and dangers

+ The diversity of organisational forms and funding mechanisms that characterises
the Cochrane Collaboration could turn out to be 4 either a strength or a source of
fragmentarion and loss of common cthos. It is certainly scen as something that
requires particular vigilance and effort in order to ensure that the Collaboration
rernainsg 2 iy collaborative organisation. The fact that such exacrng standards
have been ser and documented for che key information products, and the effort
that goes into supporting revlewers in maincaining them, shouwld belp to avoid the
dangers, as should the Colloguia which bring Collaboration members rogether face
to face, and the srowing network of electronic commuonication, IT i3 o be hoped
that informality in communication goes on belng the prevailing mode, and that noc
too much gets codified.

¢ There are some problems implicit in the publishing armngements, in that
responsibility for quality control rests with the Cochrane review groups, while
promotion, markedng and user training are a shared responsibilicy beoween
publisher and contributors. There is currently {labe 1998} a percelved need to
improve both product quality and dissemination.

« Editorial quality in the area of copy editing is seen by Update Software a5 needing
improvement, the present editors for the review groups, howewver, do not see this
aspect of editing as part of their responsihility.

= A similar difference in viewpoint touches on perceptions of e relarive importance
of end-user interests and those of reviewers o tiniog.

«  Views of the actual audience algo differ as henween Collaboration on the one hand,
and Update Softoware and Centre for Beviews and Dissemloation staff involved in
Cochrane Library training on the other. How to provide for the skill and knowledge
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which required to make high-quality concent accessible to the whole range of
potental users 15 & qiiestion still unresalved.

s Ume obstacle is that the snginators of reviews continue 1o write in the tradition of
printed scientific journals, which, while reasonable and namral from their point of

view is not necessarily the maost accessible formar for on-screen presentation

1 For problems of designing for on-screen display, see Souttar [1995].

Ohjective factors, deriving from how our eves and brains funcrion when we read, can
be dealt with by choice of type faces. line lengrh, spacing, ¢colour ecc. Subjective
cultural ones, deriving from exposice (o printing and decetmined by that medium,
have become part of our expectations of what documents are — eg they are read
sequentially, appear in portrait format, and using words as the primary means of
communication. These expectations are much harder co accommoedace on screen,
where access is pically non-dinear, the format is landscape, and low resolution makes
continuous text harder to read than on the printed page. 5o "Good screen design will
embody what might be considered "best practice™ in information design, but it will also
hawve to make allowances for the underlying technology'. There are alsa problems
where documents need o be both displayed and princed; here, while applications lilue
Adobe Acrobat can help facilitate creation and exchange of such documents, they don't
resolve the different requirements of screen and printer. 'Tomately, what we need is
not 50 much nesw approaches for the design of documents for screen display, but new
Einds of decuments” adapted to the way in which people need to use the material, and
to take account of limitations of medium. 'To reduce the discomfort of reading from
the screen, these will need to minimize the amount of contnwons text. They must also
allow for readers who will hop from document to document ... rather than following an
argument through to its conclusion. Information will hawve bto be presented in discrets
semantic chunks that integrate other media, such ag images and voice, to make their
point, Creating such docunents will probably involve a much closer synergy between
content and appearance, 1F indeed the distdnction berween author and designer
persists, AL the moment we are séeing a whole range of exploratory approaches towsards
such documents, some more successful than others, but without any real consensus. 1
would guess that as we begin to understand more about how readers relate to

informaton presented on the computer screen .. Qiese approaches will converge.”

|1113]
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» Although users search The Cochrane Lifrery mainly by subject, subject indexing of

the databases is stll deficient, and the Welr site at present actually represcnts a

baclkoward step in this respect, though it may well improve larer [p22|.
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Case study 3
The Co-operative Bank

Background

The Cooperative Bank was founded in 1872, as the Loan and Deposit Department of the
Co-operative YWholesale Sociery, initially to suppart local retail cooperative societies
with banking facilities. Ower the years, it extended its services o personal customers,
both through branches and banking points in Co-op stores, In 1975 it joined the
Commitees of London Clearing Banks. Ome of the smaller high-street banks, with &
market share of 2,5 per cent, it currently employs 3200 staff and has 140 cutlets and
248 Handybanks.

In spite of its small size, it enjoys a high degree of public recognition. primarily
because of its well-known ethical policy; it is the orly bank with such a policy and chis
iz given a5 the reason by owver one third of the customers who move thelr scoounts to
the Co-operative Bank from another insttution {1933 Annuad Reéport), Rerencion of
cugtomers i3 due to an unusually high degree of satisfaction with the serdces offered -
&7 per cent of Co-operative Bank current agcount customers reported they were 'very
satisfied' in 1997, as against 52 per cent for a1l current account hoklders (MORI Financial
Services Survey).

Orver recent years the Bank has grown and developed 113 services in several
directions. It has congistently increased its market share and proficabilicy while
extending its customer services. The branch network has been restructured: new
outlers, ranging from secure automated banking Tdosks' to fuil-service branches, have
been introduced, and its personal current acoount customers can now make deposirs
and cash cheques at Post Offices in England and Wales, Its Financial Advizers are the
fastest-growing supplier of independent financial advice in the UK,

The Bank has invested extensively in information technalogy, wicth very successful
results. Its Armchair Banking service i the most widely used telephone banking service
in the T It has made large investments in improving internal processing efficiency,
eeptralised account maintenance, telephone banking, and network distribution, and in

)




Case sTudy The Co-peramneg: Rank

March 1995 it hecame the first major UK bank o offer a full eo-dine ntermet service to
personal cusioniees.

In corperate banking, an automtated system has been successfully iniroduced, and a
Business Administrator Centre established for cenoralised handling of corporare
ACCOuiiE,

Itz innovative approach is bagsed on intensive use of information through the study
of secial change, and regeaech on the response to its products and services among
customers, slafl and sippliers, which is supported by unusaally close interactions with
them. I[ts most recent development, the ‘partnership approach’ initiated in 1997, isa
commitment to ackmowledging the Bank's responsibilicies to all who are involved in
its activities or affected by them: customers; stall’ and thelc Bainilies; its single
shareholder, the Co-operative Wholesale Society: suppliers; local communetics; SOCiery;
and past and [uture genetations, The Bank has also become more involved with the co-
pperabive movement as a wlole; while it has provided financial services to the Co-
operative YWholesale Socicty and the Cooperative [nsurance Sociery, these have wntil
recently been separate enttes, They are now seeking to become mocve of a “family”,

with closer links between the Bank and retail stores.

Alms, objectives and strategies

The Bank's top-level aims are sat out in its mission stalcment:
To develop 2 successful and innovadve financial institutien by providing our
customers with high quality financial and related services whilst promoting che

underlying principles of co-operation’

The principles of co-operation cover:

» Qualicy and excellence in services offered

v Participaton, for customers tin the deveiopment of the bank's services, and of staft
in the local community

+ FPreedom of association for staff) and a non-partisan approach by the bank

+ Encouragement of staff development and aining

+ Cooperation with erganisations prometing fellowship

+« Promaoticen of an environment char supports che quality of hifc

o Effective business management o ensure continued development

s Integrity and conformance with legisladve and regulatory requirements.
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They underlie the Bank's ethical policy. which was introduced in 19%2 after
cotsultation with Ies customers, and is regularly re-appraised. The main points of the
1959 version of the policy, which contalns a nuttber of new elements on which
customers have voged, are:

s Ko invesdnent In or services (o oppressive regimes, or manufacturers of torture
equipment

# Mo investment in or finance for manufacture, sale, licensed production or brokerage
of armaments to such regimes

+ Support and encouragement for fair trade, ethical sourcing with Third World
suppliers, and organisations participating in the UK social economy

s Mo finance for moncy laundering, or investment and currency trading in developing
countrias which does not support productive purposes

&« Mo participation in currency speculation which consciously damages the economies
of soversign states

+ Mo investment in or financial services to tobacca product manufacturers

» Encouragement for business customers to take a proactive stance on the
environmental impact of thelr activities, and investment in companies that avoid
repreated damage to the eaviroiment,

¢ Mo investment in any business or onganisation whose core activities damage the

PIYYLIDOITLEE
« Mo investment in or financial services to businesses involved in andinal

experimentation for cosmetics or household products
» WMo support for persons or companies using exploitative factory farming methods, or

for orpanisations producing anlmal fur, o lavelved in blogd sports
¢ Bepular reappraisal of customers” views; and representation of their views on
cthiral issues.

The partnership policy introduced by the Bank in 1997 represents an extension of
the principles of co-operation beyond the ethical policy and into an obligation to take
accoint of the needs and inrerests of all who are either involved in its acovibes or
affected by chem. The extent to which it has fulfilled its aims is subject 1o regular
independent auditing - the firsc audit tool place at the end of a year and a

comprehensive report was issued in 1995,

&1
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Key business objecfives are set our in a chreeyear corpotrate plan, approved by e
Bank's Executive, The corporare plan in turn is the foundation for an annwal marketing
plan, developed by marketing management. The marketing plan is che basis for
campaign plans, and for annual objectves.

Marketing campaign plans are produced monthiy for che personal sectar, and
Quisrterly for the corporae and commergial sector, The personal sector campaipn plans
are cspecally concerned with product launches. and with the display in branches of
information products to support kev curment action. Those for the corporate and
commercial sector identify key issues, objectves and targets for extending the Bank's

marlet position in various areas.

Crganisational structure

The Cooperative Bank Group strucrure consises of Divisions for Corporate and
Commercial Banking: Personal Banldng: Group Finance; Group Resources.

AL the start of this cage study externally and internally directed information
products were the responsibility of a Group Public Affsis section in the Group
Marketing Department, within the Group Besources Division. The Section’ s remit
covered; Press and PR; Internal communications; Ethical policy developmcent; Banking
Code of Practice; Envirgnmental Policy ; Commuricartion; Sponsorship and donations.

Changes introduced by the new Chiet Executive who took up his appointment in
1937 have brought these actvities closer to the centre of the Bank's $ITUCTUTS. A newW
Corporate Affairs Department, directly responsibie to the Chief Executive, now handles
brand; ethical policy; press; sponsorship and donations; internal communications: and
projects (conferences, ete). At the same time Group Marketing has now been divided
into Personal Markering in Group Resources division and Corporate Marketing in
Corporace and Commercial Banlong

The Bank has been engaged in business process reengineering for some dme; this is
described (in the Annual Bepert for 1993 as having led to 'radical changes in the Bank's
organisaton structure’ and the shortening of management communication lines, and
hence o some redundancies. In 1993, an agreement guarantesing no compulsory
redundancies together with a two-year pay deal was ceported {Grardian, 06 04 1905) as
having been agreed by the Bank and its emplovecs. It was sald {o be unlikely that
payments for redundancy on the scale of chose made in 1994 [£5111] would again be

necessary (slall numbers were reduced from 450006n 1990 co 3200 in 1023
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Organisaticnal culture

The Coroperative Bank 8 organisational culrure is very different from that of other
banks; it is strongly linleed with its ethical stance, and to the traditions of the co-
operative movement. Many staff have a family tradicdon of strong links to the co-
operative movement, and many are involved in communiky affairs because of it. The
organisational climate fends to be informal and non-hierarchical, and the Bank
PIOmMOnEs open communication, € iz probably significanc that the organizacon chart of
the Co-operative Bank Croup Suucture puts 'Actual and Potential Custemers' in the
place normally occupied by the Chief Executive or Managing Director, and shows the
CE and the Executive Directors of the different divisions at the bottom, rather chan the
top. The organisational structure has been a very flac ene for over 10 years, with only
five layers of management; and a Iot of work is done by cross-functional teams on
projects, whose members are free of the need to constantly refer decisions upwards.,
The Partnership Repart, published by the Bank in 1998 after the first year of operaton
of its Partnership Approach, throws interesting light on the organisaton’s culture as
seen from the inside by staff, Staff accditudes were studied in a 1997 Scaff Survey (at 30
per cemt the response rate, was an improveinent on the 12 per cent from a previous
survey, but the Bank acknowledges that it 1% low and probably so because staff think it
an exercise which will have little result). Key staff concerns were;
1 Salary package
Two thirds thought the Bank a good employer in terms of pay, one third thought I
one of worgt things about working for bank; comparative position around median of
financial services sector. A guarter thoughr job security one of the best things about
working for the Bank, but 2 fAfth thowght it one of the worst. A job security
agreement with the union 1o 1997 agreed a three-vear pay deal, and aims at no
compuisory redundancies up to 2000, wiuch 15 something of a contrasc with che
test of the retail banking sector.
2 Parzonal recognition
Almaost half the staff expressed dissatisfacrion on personal recognition - and this
will be followed ap fully ln che mext Parmership audit.
3 Equa] opportunities and employability came joint third.
On the first the Bank shows up reasonably well in the percentage of ics female
workforce (who make up nearly two-thirds of its staff) in management positions,
though the balance is strongly towards junior poses - junior, 50 per cent; middle,
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20; semior, 8. There is cause for concern on emplovment of ethnic minoricy staff{1.8
per cenl as againse 3.% per cent in the local worlkdforce, and the Bank has as yet no
frures on disabled staff, [ has now commiteed itzelf to develop a Diversity FPolicy)
8o far as emplovability is concerned. in 1997 the Bank became the first UK Cleagring
Bank to gain the Investor [n People award. Two thirds of its emplovees consider the
Bank good at praviding on-thejob trajining, but there are mixed views of
management development opportuiiides and of IT training: and the suwrvey
highlighted a gap in how the Bank plans, manages and evaluates training at the
strategic level, 5o it has set this as an objoctive for 1994,

97 per cent of survey respondents approved of the Bank's decision to promote and
implement ethical policy, the vast majority saying it has had a positive effect on
customer sepvice, recruitment and retention, 5% per cent thought it had had a positive
effect on how the bank manages staff, While three quarters thoughr the Parcnership
Approach a good idea for Bagk, 8 per cenf showed a degree of cynicism abour it

O nding from che sufvey was certainly echoed among the people met in the
course of this case study: the longer people have worked for the Bank, the stronger is
their feeling of pride in it. Most of the people interviewed in the case study becaise of
their management responsibilicy for information products showed high job satisfaction;
zome of them had come in ac a2 modest level up o 20 years ago, and had been mven the
opportunity of 'growing with the job' and being trained to do 5o, Those who had
worked on the Fartnership Report itself particularly valued the non-hierarchical Team
approach to the project, which included working with the Chicel Executive and
interfacing at direcoor level.

The development of che Bank's advertising strategy also reflects the cultire it seeks
to promote; it has a high information content which is constancly evolving. At the start
of the ethical policy in the early 19903, che aim was been to raise awareness of the
‘meney oycle’ and e unethical chings that can be done with money encrusced to
banks: tus moved in the mid-19905 co selling the idea of dhe Co-operative Bank asa
‘proper bank' as well its difference from comipetitors in having an ethical policy: and
then to seeking to integrate the product, service and cthical messages within a single
'‘co-operacive’ framework, with the sense of warmth and humanity which the co-

operative principle implies. (The approach to the brand makes an interesting <ontrast
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the 'protection’ theme of Morwich Union, another case study organisation.) As this
study ended, a project was in progress to evaluace the worth of the brand to the
Banl.

Decision-making on Infarmation products

Decisions about externally directed information products for customers follow from
marketing decisions. For personal customer products, decisions by product
matagers are taken in liaison with the Marketing Services Manager. Each campaign
and its associated products is supported by a business case relating co business

objectives, and giving a cost breakdown.

Example

A summary of a proposal far 4 customer newsletter, initally as a pilol for customers
in the Morth West,

v
Objectives:
s To inform customers of developments at their bark
« To increase custamer |loyalty
»« To cross-sell the Bank's procucts/services
» To abtain feedback fram customers

+ To become self-financirg.

Target audience:

The Bank's personal customers

Styla:
[Details of farmat, cantent, appreach to readers, illustraticns, paper, use of

colour, fraguency, distributian]

Coatent:

"The value of the newsletter to the customer has to be immediately apparent
for it ta be $aved and readfskimmed rather than binned as junk mail ... This
means infarmation which g desely targeted and in a quickly assimilated form.'

(551




Cage spudy The Caapetative Bank

Targeting:
[Analysis based on the assumption that the readarship will be a cross-section
af the custemaer prafile; unique feateres of that profile suggest that the 'special
partnarship’ between customers and Bank should be “the pivor of the whols
paper’; easy direct response should e made easy. |

Cantant — Regular:
‘Eact issue shoud provide customers with:
v Infermaten on the Bank's repositioning, ie developments in the areas of
corporate responsibility, ethics, Mission Statement, Customer Charter.
« Education on the Bank's products and services
» Advice on perscnal finances

« Regioral information’

Avarage length of items:
200 woras; 12 such iterns proposaed for aach issue (Suggestes santent for

first few issues giver in aopendix).

Ediirarial taam:
[# =mall team of pecple whose areas of responsibility cover the relevant
subject areas to support the editor fwhe will have editoral contral of what

gaas inll

Timing:

[Esimate of tme required to produce an issue]

Monitoring:

'to assess the success of the newsletter and pian ‘ts fumre directicn, an
accurate means of customer research is necessany’. The recommendation {on
the basis of the experence of research firma) s for foliow up telephone
interviaws with a sma.l sarmpla, rather than o questionnaine included with the

product.

The outcome was I Touck The Cr-aperative Bank Customer Newsletter, published from
Avumn 1593 [subsequentdy developed furcher to become the prescnt Chslomnss wilin

LETFE,
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Costs and budgets for Information preducts

Mo figure is available for the Bank's rotal expenditure on information products and
presentation; it forms part of the marketing budget, which s a large one, but is not
publizhed.

Provision for information products is made in the annual budget estimares by
staff in the relevant product areas; occasionally an ad hoe budget is sought for a
special product which could not be envisaged at the dme of preparing the annual
estimates.

Each campaign and cthe products associated with it has to be supported by a
proposal related to key business objectives, and a cost breakdown. The cost
informadon in the customer newsletter proposal quoted above was in the form of
per-issue costs for
»  Design, oypesetting and printing
+ Mailing
= Postage
fexcluding initial design and on-going photographic costs, and assuming in-house
writng of copy).

The information products

A bricf putline of representative products current durdng the period of the case
study, with notes of development during the pericd.

Products for internal audiencses

danknies

A quarterdy staff newspaper (tabloid format. fourcolour. 3-page), with a mixture of
workrelated and ‘human-interest’ content, It i3 designed and produced by an
outside company. Visually it is fairly chaotic and the typography does tot make for
the easiest of reading. Recent issues contain features and news ibems on @
biodegradable affinity credit card launched by the Bank with Greenpeace, the
Bank's business banking services, it Investors in People award, a disability-
awareness programme, EC ecological legislaton. and Bank staff Involved in
conservation work and in charitable fund raising. Its future developrient will be
cowards being more of a magazine, to complement aocher forms of in-house

cammunication such as email and the office system,
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Persorial sector merketing and sales campaigns

A bi-monthly, following up the progress of ongoing campaigns, carrying
contributions from Customer Services aid amyone else with promotional actovity.
The conrant congists of summaries of recent and current activities. priorities for
action for the monch, advance norice of forthooming activities, contact poincs for
queries, customer responsge phone numhbers for different services, and product
charts which give an annual overview for the activities of each product group. A4,
spiral bound, word-processed ongination, The pograply is a mixture of
symmetrical and asymmetrical. Text pages have J-col grid, with one column
devored to marginal heads, and 23 forming single column for text. It scores well on
legibility and accessibilicy (though the page of contact points and the product
charts would benefic from some design inpet) and uses the same range of recycled

materials as external products.

Crrporzte and Commierciel markeiing commegns

A guarterly summary, with sections on Sectors, Product Mews, Projoces and
Activity chares, A4 spiral bound, word-processed origination, landscape format; it is
well designed and structured.

Retail Nanking (Sales) Division: Techntcal Treining Guide (7995)

For staff in the Division, the Guide ‘is designed to concain all cthe information you
require for your personal development needs relating to technical training, The
content includes ‘Training Tracks' — charts showing training and develepient
progression for different jobs in che Division; and details of in-house and cxtemmal
courses available. Ad loose-leals corefully siructured, and written in an accessibic

and non=endescending style.

Trainimg Mewsietler, Group Bosoarces {1297
First issue of planned quarterly newsletter on training in one of the Bank’s

Divisions — appropriately the one which includes Human Resources, 44 [our-page

folder. twaorcalor,

Buesiness Trdefirgs

An innovation inteoduced e 1398 {in respoiise 10 the 19937 Staff Survey) covering all
Pusiness issuwes, and repladng an caclier fand not consplouously carefully
presented) photocopied product which was described as a kind of script with

prompts to enoourage MAanagers 10 commurnicabe with their teams, on key events
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such as the Bank's annual resulis and profit share arrangements. Business Bricfings is
used in face to face team briefings, with provision for electronic feedback,

Orfass Foots idtative: Siaff Guide

The Guide was produced in conjunction with a major communications campaign
which started in May 1993, addressed oo the Bank's own customers and those of
orher financial institutions, with the aim of making them aware of the Bank and
what it stands for, by a variety of media, including, for the first time, a TV
campaign. The Staff Guide was addressed to staff, introducing "What we stand for'
"What we won't stand for', and what the campaign would mean for their own work.
A large-formar product, designed by the group responsible for the campaigh
materials foi the public, and exeremely successful in concept and execution. There
could hardly be a better way of enlisting staff commitment to ethical and
emvironmental policies than by designing their material as part of whole carmpaign

package. to same sandards.

Grass Roots Diary [1904-1995)
The [Hary was distribuced to all branches in connecHon with the Bank's Grass Roots
Award for the branch which contributes most to local community activity. It gave
the dates of natoral charitable events as a basis for planning local activity,
provided suggestions for converting Grass Boots activities into sales, and allowed tor
recording activides, funds raised, presentations glven, ete, This too was large
format, designed by the same group; it was thought out to the last detail, including
a pocket at che back for press cuttings, etc.

The Grazs Kopds products are no longer issued.

Staff video [1998)
Another product resulting from the fndings of the 1997 $taff Survey, which

identified a meed for more effective and consistent internal communications

Procucts for external audiences

Financlal Staterments (Annual Report)

The Annual Report used to be a fairly conventonal product, The 1993 version was
typographicalkly rather unappealing; spacing was poor, and the measure used in che
teport was too short for comfortable reading. There was little relation in design
terms bebween the report section and the financial statements, where the text

[
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measure was too wide. Coated paper and a bad choice of typeface for it made for
laow legibility.

Since 1996, the Bank has prezenred its financial report as a paired document
with a report on its sodal policies, (o create an unusual form of annual report. The
first of chese, Strergth (n Mumbers, introduced its Partnership Approach. Tn 1997, the
financial report was paired with che first report on the implementation of That
approach, The Parmership Report. The reports have a distinctive Cypographic identity,
and are designed by a company which has worked for the Bank for many years; Che
copy for the Partnership Beport is also che product of a group with which the Bank
haz a long-term reladonship.

Echical policy

Initially (1992] 3 Z4-page bookdet - What we are anid what we stand for - was produced.
It argued the case for commercial concerns having an ethical policy from frst
principles, and outlined the historical background of the Bank's policy in the co-
operative movement, Feedback suggasted chis was too wordy, so the next version
(1993/94) was reduced in content, and presented as concertina folder with 8 pairs
of YES/NO imapes and brief text . (It i$ characteristic of the Bank's approach to
information presentation that chanpes with tme are always in the direction of
minimising text}. This was the frst of the square format leaflets which are now a
familiar feature of the Bank's output, A set of 8 paired posters was issued at che
same time, More recently (1993) the policy has appeared in an B-page AS brochure,
with examples of how 'profits and principles can go hand in hand’, and of the
Bank's positive investnent in ethical enterprises, and an updaced version appears
in the Janzary 1999 issue of Customers whe Care, embodying new commicments
arising from consultation with customers [through a questionnaire in an earier

issuc).

TWhard af mawth

An A4 Z-colour falder oo encourage customers to recommend a friend. [t carries an
outline of the ethical policy, together wicth details of services, service guarantecs,
and figures indicating the high level of sadsfaction among the Bank's customers.
The prescntation of information through text 1s well structused and coherent;
visually , however, there is little to tic the clements together, and use of fgure and

ground device on cover, while ingenious, doesn't really worle
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In Touch. The Conperative RBank Customer Nowstetter (now Custamers wha Core)

This began as an A3 sheer, folding to A4 and then became an 8-page A4 magazine
issued at irregular intervals, The proposal {see p63) was followed by a period of
research, which looked at other produces, distributon, ere. Although a pilot was
proposed, in fact it went straight into nation-wide production. Big changes in
typography were made between the first and second issues.

In 1994, it was relaunched and re-branded as Customers wha Care issued
quarterly. The content concentrates on brand stories and service messages, and che
rirle links it with a campaign in which customers arc invited to vote each month
on charities to which the Bank will contribute. Recent issues hawve dealt with
[ntemnet banking, the arms trade. and the updated Echical Policy. The format
changed again with the relagcnch, to a o eight-page folder. 1 noted ac au earlier
scage that In Touch went on getting better in content and design, the grid worked
well for both twa and theee eolumn layour, and accommodated all the etements
comfartably, The re-launched product maintains the high standard of typography
and written presenation.

Personal customer services material

Faolicy and custemner [saflets

This includes a series of nearly square format leaflets, among them a set of three on
curTent accounts for students (account decails, bank tariff, and application form]);
the text makes a sceong poiat of how the account iz differentiated from other
banks' student accounts in not offering facilities thar could lead them into serigus
debt. Recent additions include [eaflets oo detiutuabisation of building societies, and
the Bank's service for selling windfall shares, and its Customer Service Guaraniees.
The square format policy and customer service leaflets, designed by the group
responszible for many of the Bank's products, make a coherent series in terms of
approach o readers, orpography, visual elements, and materials. (It is unforrinace
that in the Visa leaflets condidons of use and other essencial information falls prey
o stijall print and poor spacing.}

Other products on customer services are in different formats; the telephone
banking leaflet from the Business Bepistmtion centre for example is A4 gate folded,
with a tear-off registration form, while leaflets on travel insurance are presented in
a non-standard format. These are less successful; there is no family resemblance,
they are cypographically disorganised, though the text content is good,being both
concepiually well organiszed and well written. The Customer Charter Chapter One 15

gl
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a real typographic disaster; printed throughout in capitals, which notoriously
makes for difficult reading, its measure is alsa tog short for che type size used,
interlinear and inter-word spacing is poor, and the placing of the charrer seal is ill-
judmed.

It was intended in1996 co aim at one or two standard formats for feaflec-oype
materials, as parg of the implementation of the Bank's Corporate [dentoty

programme; implementation of this change is now planned for 1959,

Standard letters

These are not often considered as an information preduct, though they deserve 1o
e, as wark by the Communicatinns Research Institute of Australia has
demonseated (see. for example, Stasko, 1994, who reports on a case sudy which
suggests that ‘Standard lerters are as normal 4 part of most large organizadons as
paper clips. Rarcly arc they given ma thought unless you can't find one, Unlike
paper clips however, the potential difficulties for organisatons causcd by standard
letters can be equal fo the actual number which are sent cut each day.').

A multi-department project was carried gut in 1994 to radonalise all scandard
latters, leading to a reduction in cheir number from 300K to 00, The project, which
looked clogely at concent and presentation was related oo the development of the
corporate design manual (see below). Mow standard lecters were produced by
professional copy writers to briefs prepared in-howse; there is reported to have been
'intensive interaction in getbng chem right'; all were re-written to cosure that they
all spoke “in the same rone of voice', as well as following house style. Inm use,
appropriate lecters are generated by the computer system as events occur relating

O CLISTOITED ACCoinls,

Produst: for business customers

Business adventaze

This newsletter (2-olour, A4 stitched, & pages) was initiated in 1994 on the hagis of
research among business customers, and is mainly oriented po small and medium
enterprises. Content of a recent issue includes: features on the Parmership Report,
and on factors to consider when expanding a business; items on tax investigation of
small buginesses, the Informadon Society Initiative to promote the use of
information and communication technokopies in business, the Industrial Common

Crwmnership Movement, new developments in the Bank's electronic business
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banking service, and its Greenlease package; and a questionnaire about the
magazine, and their own business, with pardcular reference to the internct to and
to Year 2000 complianoe,

The design of the first issues presented problems of legibility in reversed out
panels over a fint at the edges of page, especially the oncs which were set mgged
lefe, Text was run round illustrations: the cype size too small and the light sans face
was not very legible. While the conttent wag useful, the text was less accessibly
written than that of some other products from the Bank, A re-design in 1998
changed from a threecolumn grid to one that allows two and three columns on the
same page, while retaining the other features which make for difficulry in reading,

Business 2000 (2-colour, A4 4-page

A product designed to keep business customers informed of che Bank's activities in
relation to the millennium - not ooly Year 2K compllance, but European Monetary
Unian, the introduction of the euro, and the steps the Bank 1% taking to renew 103
install eyro-compliant software and upgrade the processing power of its foreign
currency syitem (from the stare of 1999, cusgomers have been able to transact, save

or borrow in curo),

Financia! Services for Busiress

A folder with 2 A4 brochures on the Bank's services for voluntary organisations, and
on its independent finandal advice. The graphics are weak and the text more
spread out than the content warrants,

rreenlease

Greenlease is a product recently launched by the Bank to help businesses flnance
enviconmental improvements, which often require expensive capital equipment,
through Asset Finance rather than loans, The Bank's Ecology Unit has expertise in
both helping producers of such equipment v market if, and in developing asset
finance packages for purchasers. The supportng information products [an A4 5-page
folder, and a large-format A3 Bpage brochure) are very distinetive, Their use of large
areas of colour over halftones is rominiscent of the earlier Grass Roofs inicative
products. and was selected in order to differentiate GroenLease, The copy is
ecanomic of words, and of high quality,
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Elestronic products

The Bank's web site was set up in 1956, Before that date the Bank had asked help
from academics om a pilof web site. Their approach was simply to transfer existing
praducts as they stood o the web pages they developed. The situation was changed
by an approach from a small web site company, which ook the initiative of
designing some specimen pages for a Co-operative Bank site ‘on spec’. The inidative
paid off, and the ¢company was commissioned to set the site up. In 1938 it reoeived
the FT Business Wehsite of che ywear award.

The company provides technical inpuc as web mascer. Management of content
of the site 15 In-house, by 2 member of marketing staff, who acts as interface
bebtween the Bank and the company. Product managets go theough her in updating
and adding co their material on the site, and she works in daily communication
with the company.

The gite i3 rich in contenc, well structured, with a straightforward contents
page, and easy 0o navigate, The main sections are:

»  Infernet banking

e« Our ethical approach (Ethical Policy statement Ethical Policy slide show — “see
what we will and will not invest your meney in'; Customers who Care
campaign; Ethical Policy Questionnaire; Fair Trade Coffee Challenge; Strength in
symmbers; Profles snd Poociples; Ethics and you; The Landmine Debate; Mission
slatement and Ecology Mission statemet)

» About the Bank (the Partnership Report; Financial Statements; Customer
Service Guarantecs; the Banking Code: Contacting che Bank}

»  Acviessing the Bank (Telepbione Banking: Branches. cash machines; Banking at
your Post Cifice; Inceractive Television banking)

+ Business Banking (Millennium issues; Year 2000 Compliance); Business Divect;
Business Viza Card; Business Deposit Services; Financial Director for Windosws;
Business Banking Charges)

»  Employment Opportunitiss

» [ntcrest Rates

¢ Personal Banking {The Millennivm Bug; Personal Loans: Current Account; the
Debit card: Student Current Acocount; Sawe Direct Savings Account, Pachfinder
Savings Account: Tessa Savings Account; Guaranteed Investment Bond; Home,
maotor and travel insurance; Trawvel service

= Visa Credit Cards

¢ Online Application Forms

fre
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Full text of key decuments such as the Partnerskip Report is available on the site;
key sections of others, ex Financial Statements, are reproduced; other material i3
complementary to print on paper products - for example the Customers who Care
campaign has a page which highlights some of the key issues supported, with a
rraphic to show the total contributed o charities.

One interesting feature of the site at the start of 1999 is a brief from the Regal
College of Psychiatrises, sponsored by the Bank, for a student information design
competition, The abjective iz to influence opinion formers in the media to change
thedr actitudes around mental health. Content is to be based on a lecture by a
psychiatrist, and the brief requires students 0o ‘ranslate this conviction inco print,
taking full advantage of the components inherent in the medium - rpography.
imagery, colour. ete.’. Competitors are asked to produce a front cover and four
spreads, The winter (3] will work with the Bank's lang-standing design consultants
The Chase) to carry thelr encey o production.

Experience of developing the site has brought changes in ways of thinking about
the relative roles of printed products and the web as vehicles for information,
Inicially printed literature was transfarred as it stood to the web site; now, there is
what is described as a ‘whaole new approach to content’, talking advantage of the
facility the web provides for creating links to other existing material, instead of
repeating 10 in 3 oumber of Individual contexts. The next step is envisaged as
Izoking at how printed and web versions of information products can complemient
one another, to meet the various needs of users,

The Bank does not as yet have an intranet, it is considering it as a logical
next stage; meantme email and the electronic office system are used for circulars,

which are no longer issued in print.

Information resources

The Bank's customer database, set up in 19332, is potentially its most significant
resource in planning information products — Giough in che early stages of this study
that was said not to be fully appreciated outside Marketing Services. It was
suggested that the Bank was 'just starting o learn how 0o make use of it”. The age
of the database possibly accounted for the reported fact that, while most of the
fields now held data, it was not yet possible to ask and get answers 10 the kind of
questions that would guide the development of campaizgns and products.

By che end of the study (lace 1998), the imporcance of the database was said to
be probably better recognised outside Marketing. while Marketing staff themselves.
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the main users, were constantly learning; there was, however, still a long way w
go. Its ase is stll systemednven; 108 origin as a system for matching products to
customers, means that interrogation involves a special search which has to be done
by IT. The long-term aim is to have it available for interrogation on deskiops,
mieantime it still Backes flexibility and the solutions are stifl ad hoc. Meanbimne,
Marketing is developing it$ customer contact scracegy, to make more history
available of what customers have received, and their response, Work has also been
done on customer life styles and valucs. Eostructuring of the marketing function
has led to closer relations with the [T teamn and with credit management, and to an
apreed view on what data need to be extracted, and on objectives and how 1o
measara results. Infarmation crossover has benefited the recruitment of customers,
and increased knowledge of customer behaviour is used in making decisions on
what to offer them: for example mowledge of customers’ credit-worthiness is used
in eoinpiling Visa inailings, and so fewer applications are now declined.

50 far as other information resources are concerned, in the cardy 19805 the Bank
had an economic intelligence unit in the Marketing function, which scanned the
press, monitored economic developments, and maincained international liaison
with other cooperacive organisations. This no longer exists {for reasens which are
described as ‘lost in the mizts of fime'); not does a library which once cxisted in the
Bank,

At the start of chis study staff in Public Affairs and Marketing scanned the preass
against ligts of key fopics of interest to the Bank. Photocopied cuttings wers
circulated weekly to key managers, cogether with the output from an ourside
cuttings service, This continues, now chac the organisational structure has changed,

The Bank also buys reports from commercial monitoring services for audio and
TV, an apnual roundup of these is circulated, Economic intelligence i sought in
relation to specific products, to which the Bank might be alerted by topics which
shosw up o the cuctings, This somedmes leads (o the commissioning of research; a
study was commissioned, for example, on money advice agencies. Ethical research
products are bought 'off the shelf from the Ethical Rescarch Agency and
Manchester Business School, One member of Public Affairs statf has special
respensibilicy for research,

Ic iz still not clear oo me how the Bank decides what knowledze and
information needs, how it is acquired and managed, and who has respansibility for
the decisions, for any information strategy that extsts, and for Information
management. Informadon interacbons are certainly well developed, however, AL

the top level, a amall executive team meets monthly. and this meeting is described
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as the place for presenting new ideas upwards without layers of line management
gerring in the way, An example quoted was of a recent paper on relationships with
credit unions put forward by a manager wicth particular knowledge of this field. It
sEEIMS at any rate co be part of managers” responsibilicy to know the Bank's
business plan, to take information indtiatives based on it and co know who to bring

in On projecis.

Human resources for infarmation praducts

The Bank is described as emploving a mixture of 'home-grown' skdlls developed on
the job, and external recruicment of crained scaff,

Writing and editorial

Some writing is done in-house. One staff member in Public Affairs divides her time
equally between work on publications and PR, The decizion about whether to use
cthis in-hiouse wridng and editorial capacicy or to go outside is left to the people
responsible for particular products,

While requests for advice are received from other banks about how 1o run
customer newslatters, the tendency in the Bank is to go outside for writing jobs
racher than using the in-house capability,

Bor products which are o be written outside, a brief is produced in-house by
the product managers concerned, and the writing entrusted to a copy agency.
Strong emphasis is placed on bricfing and on inclouse consultation with
stakcholders in the Bank [up to 65 parts of Bank may be involved in planning for
some products], and chere is what is described as intensive interaction’ with
outside writers. The Bank has a long-term association with its main copy Wriretrs
thigir in-house contacts provide a learning process for them, so that over dime they
have acquired the benefits of inside knowledge.

The 1598 Parttership Bepart , a major product, was a co-operative effort betwieed
the Partnership Manageient Team, who collected data, copywricers with whom
the Bank has a [ong-term relationship, the staff member who prepared the design
bricf and the design group commissiened. [ndependent auditors were also involved.

Dasign

All design is commissioned from various outside agencies. One in particular has
been used for several years, and is responsible for the ethical policy and related
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materials which are che most distinctive of the bank's information produces, All

product managers are however fiee 10 g0 1o whatever design groups they choose. so
a range of design approaches is used. {The corporate identity which has been in the
under development since 1994 is partty planned to move Lhe Bank towards unified

presencarion = a provess siill continuing at the end of this study.}

Training

Mo raining appears to be siven in such actvities as writing, editing, or working
with designers and copy writers; skills and experience are acquired on the job by

people who have a variety of backgrounds in che Bank.

The technology used for information products

Apart from word-processed documents for intermal use, all information products are
wpeset outside. A few years ago, there was a cautious Hrst venture into in-house
deskctop publishing. At that time, the intention was to develop the usc of deskiop
publishing within Public Affairs for informacion produces; on reflection, however, it
was decided thar this could lead o Public Affairs becoming a print unit, and so the

deparrient pulled out of it

The presentation of infarmation

For bath internal and extermal products che Banlk seels to achieve professicnalism
in presentation, by means of text and viswal organisacion which match the
information cantent and the intended readers, and which help readers in using the
products for the purposes far which chey are incended.

One aspect of this professionalism iz embodied in the Bank's corporace identity.
The first step in this directon was intreduced in the mid-80s o overcome what
Were seen as the negative assocations of the phrase 'Co-op Bank' with old-fashioned
co-operative stores in the minds of the public . A process of revision sarted in 19497
on the basis of in-house thinking: a decision was taken not to follow the wsual
course of going outside to commission a concept from a spedialist consultancy, The
Bank worked with the design group which has been responsible for its most
distinctive produces, with which it has a long-standing association. The corporate
identdly is unusual in its high information content, which supports the underlying

aim of setting the Bank apart from the comperidon. Ethical policy is the key
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differentiator; the effect of its environmental aspects is reflected in the choice of
earthy colours, and the use of black and white visuals,

The approach to corporate identity is made clear by the Corporate Design
Manual:

Design discipline must be used to organize and clarify but should not be seen as
a dictatorial steaitjacket thar stifles initiative. We regard it as a framework that,
above all, makes sense and into which creativity can be channellad.

The manual's content covers:
1 Logorype, symbaol, image (based on the old cornsheaf), typefaces

iGil Sans and Stempel Garamond, from Bitstream Library)
2 Stationery including forms
3 Publicadons:

In-branch liceratire

In-branch promotions

Stacement inserts

Dvirect marl

Leaflacs

Posters

Application forms
4 Signage

Vehicles
6 Uniforms

it includes grids, and examples of preduction errors, under the appostte
heading of "What wie won't stand o1 The manual is now being applied to all Bank

information products.

Praduction

The Bank uses a wide range of typesettecs, printers and other professional services
for its information producks (net drawn Brom any 'approved lisc). Liaison with them
over any particular product may he handlad direct by the in-house product
manapger concerncd, o b the design group commaissioned for the job.
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Testing, monitoring and evaluation of information products
Fre-production research/testing on ideas for new products

Various methods are used. In some cases, design groups provide pilot versions of
products for testing with a sample of the intended wsers. This fnvolves asking them
what they think the message is meant to be, and getting them to find specific
pieces of information. The students’ account brochure was piloted for eight weeks,
Incking especially ar the balance between brand, praduet and service infarmaton.
Formal feedback was sought via commizsioned research and informal respanses
from evervone invelved in launchung the produces in the bmoches, Focus groups are
used on other occasions; they were used, for example, for the produect: on
telephone banlding.

F::rst-g::l-mdur:tir:n rasearch

Extarnally directed produets. The Bank aims co build in the process of obtaining
feedback on its information products where possible, by making it easy for readers
0 respond bo key questions about them. [t uses both printed and electronic
gquestionnaires for the purpose. The Purinerskip Report on the web site, for example,
has a straightforward and well designed questicnnaire (only cight questions in all),
which aimg 1o find cur how many people have read the report, the format wsed,
motivatdon for reading, the “partnership group’ o which readers belong, their
views on how well the report represents their concerns, their opinion of cthe ethical
and ecological policies, their response to the guality of content, understandability,
writing and design.

The commencs of the independent assessors on the 1998 Partnership Bepart, a8
wiell as those of respondents to the questonnaire have been used in planning the
next one which is in progress as chis case study ends.

Bollow-up research was carried out on It Touch by means of phone inkberviews
with a sample of 200 custommers, They were agleed if they had read it; what fearives
they found particularly informalive, with prompcs relating to specific features; and
their ideas for other topics. The findings were published in In Teuch - The main
[catures sponcaneously recalled, by the 33 per cent who recalled receiving a copy,
were the ethical policy and the good presentation. There were few posicive dislikes,
and che chings especially liked were the fact that it was well presented and easy (o
read, the useful information content, and the idea of producing 2 customer

oewsletter. A further tound of research was undertaken for the ce-faunch in 1597 of



Cage smudy The Co-pperamme Bank

Customers wha care, which replaced In Touch, Slinilar research was done on Business
Advantege

What are described as “fairly sophisticared market rezearch fechniques’, both
qualitative and quantitative, are applied to the actual products [as distinet from
the information products which support them). While the Bank docs not
benchmark any of its products, it is said thac at Jeast two other organisations hawve
benchinarked their own produces against the Bank’s, Product launches have been
researched, for example the low-cost coedit card launched in 1998, Focus groups
enabled trade-off apalysis to be narrowed down to critical features: the low rate and
the fact that there is oo fee, The campaign for the card was very successfuls ic
significantly undercut the market when launched and took a fimst swathe of people
ready to switch. It is said to have changed the way in which users think of shott
term lending; Visa is seen as an alternative to an overdraft or personal loang,
capable of being used for wider range of transacticns.

In advertising. the results of campaigns are analysed to measure their effects
and learn lessons which shape decisions on future advercising, The technique of
‘champion-challenger testing', which involves bringing in one new factor aca time
to a successful strategy to observe the effect has been used, for examiple on the
Bank’s radio advertising. Information for decision making is said o have improved
in quality and quantity, and to have become more standardised, permicing

reliable comparisoms.

Internal products. Here coo, the Bank uses a variety of methods, and seeks to gain
as much lmmediate feedback as possible, The video Connacding you o the future | for
example, went out with a short questonnaire included in the box, and the
responses made the starting point for new video.

A survey early in 1984 showed that scaff did not read Action Ling [a monthly
marketing newsletrer, written in-house, designed and produced cutside) which ran
for 66 issues, because they already received the informacion in it from other
sotirces, [0 was replaced by a Business Pages insert In the staff newsletter, Bankmnotes.

Group discussions were held on Banknoter igself, which suggested it was a
generally popular product, with a penerally acceptable balance between bank- and
peoplesrelated items, [(As this case study was ending, it had just been decided to re-

launch the mewsletter in a redesigned form, to a new brief)

[B1]
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An evaluation of the present situation

This evaluation i by way of an analysis of 'Strengths, wealmeszes and opporfunities
in respect of the way the Bank manages its information produgts. It identifies a
nuember of positive features, one or two more problematic ones, and sUgEests some

opportunitices for developiment.

Positive features

+ The recent structural charge that has brought Corporate Aflairs , which is
responsible for informadon products, closer to centre of decision making

# The non-hierarchical and project-centred approach to managing information
products

+ The rich information content of everything the Bank produces over the whaole
range from advertising to purely informative products. The mission statement in
particular is stronger in content than 15 general with such documencs, and che
policies and strategies which have been progressively developsd from it are also
rich in content and form the basis for unusual informaton products, such as
the statemencs of ethical policy and the Pertnership Repori.

& The very good relations between Bank staff and the design proups, copy writers,
and web sice concractors chey work with.

&« The attention devoted to preparing briefs for outside writers and designers and
maintaining interacrion wich them over the long-term. The gquality of the best of
the end produccs can certainly be artributed in part to this.

« Serious pre-publication resting of products by finding out how actual users
manage in using them for the purposes they were designed for, and the range
of steps thar have been taken for post-publication monitoring and evaluation.

s The readiness to be selfcritical and o present cricical comments of staff and
others inits own information products

+ The high quality of information products intended to extend knowledge of the
Bank's policies, and to reach particular groups of customers and pofendal
custormers; and of some of the information products which have been developed
for staff, especially thase for the Grass Boots initiative.

« The appioach o corpomate idencity as a product of in-honse thinkdng rather
than something to be bourht from an outside consultancy, The strength and
povrer deriving from its enusually high informarion content are almost

cartainly dus to this,
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The recognition of standard letters as a significant information product, and the
atrencion pald to them,

The development of an excellent web site, which is well strucgured, well
designed and well managed {and the welcome informaton design approach
shown in the design competition which the Bank has sponsored with the Roval
Collepe of Psychiacriscsh

Problematic features

The continuing lack of unified textual and wisual presentation, presumably
because of the freedom enjoyed by different divisions in the group in deciding
who to comumizsion for writing and design of products, This, however, seems
ikely 1o change in a positive direcdon, with the full implementation of the
standards manual,

The current difficulty in exploiting the customer database fully, to support the
planning of information products to meet cuscomer needs. While the long-term
aim is to have it available for interrogation on deskoops at present it 5111 lacks
Fexibility and the solutions are stll ad hoc. .

While the Bank invests in research findings, and commissions rescarch on
topics related to its policies, which forms part of the basis for decisions on
informacion products, the inhouse 'current awireness' processes {Press
scanning and circulation of cuttings is part of che respongibility of people in
Corporate Affairs who have other jobs to do) seems rather old-fashioned today.,
and unlikely o puarantee pleking up everything of significance.

Crpportunities for development in information products

(33

While the Bank is essentially an information dependent organisation, and
manages the presentation of information to its outside and inside worlds very
effectively, it is still nof clear co me how it decides what knowledge and
information it needs, how it acquires and manages its information resources. or
who has responsibilicy for any information strategy that exists, and for
information management, Tt would certainly appear to be well placed to
develop an information scrategy explicitly linking itz use of informatien,
mncluding its information products, to 1ts bufiness Sofabegy,

In this connection, the business process re-engineening initatve undertaken in

the early 19905 could have been used as a framewaork to look at information
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products as a process, a8 Davenport [1993: 82) suggests, in arguing that they are
"critical to process Innovalion Success's

'Tn mare and more businesses ... the end product is a unit of informaton - an
ingurance policy, consulting report, stock transfer, legal brief, advertising
cAmpaigEn, Lovie, of elevision program .. But .. these informabon processes ..
are unlikely to have been viewed and managed as processes, No one knows
where they srarc or end or how their performance should be measured.

There is potential for evaluaring the contriburion of the Bank's ethical policy,
and the information preducts in which it is expressed and communicated, te
the ‘bottom line', Mew approaches to assigning a value to intangible assets are
now being developed and applied, and they bring the possibilities outlined by
MePhemson (1996

Corporate ethical conduct is being addressed by the adoption of requirea
standards for corporate govemance, and by the inclusion of ethical and
erviranmental audits in company annual reports, suppoted by research into
measurernent frameworks for ethical bemavicur ... When policies for good
govermance and environmental pratection are implarented, they incur
compliance costs and produce benafits that improve the public fmage, inducs
customar loyalty, and reduce the expersive risk of penalties arnd boyeotts. In
other words ethical behavigur can have a real influence on the *bottom line®
3uch policies act as vanable instruments that ganerate value (ie they are quas-
assats) and will need to became measurable and caiculable if thay are to be

treated as corporate resources rather than banchmarks and slogans,

IIr i% cncouraring to note that one of the Banik's Executive Directors was 4

member of the 'Hawley Committee', 3 group of representatives from leading

businesses set up as part of the EPMG IMPACT programme to promote the concepl

of a Board agenda' for information in che UK}
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Case study 5
Datastream Internationall

Background

Datastream International is a business which makes its living from acquiring data,
adding value to it by bringing it together and providing tools for analysing it, and
selling the database which is the resulting information product, together with
supporting documentation in both electronic and print-on-paper form. The data relate
to financial and business performance, covering a range of securities, equities, bonds,
commodities, etc. as well as economic statistics. A distinctive feature, setting
Datastream apart from others businesses in the field, which sell real-time information,
is the long historic runs available for much of the data offered, in some cases going
back to as early as the 1950s. Depth of data as well as chronological span is available:
not only price, but dividend yield, market value, etc.

The company buys high-quality data from the best suppliers world wide and sells on
the end product to clients, on an annual subscription basis (the annual fee for
unlimited access to the data to which they subscribe is not less than £30,000). The
demands oflocal markets differ, but the core requirement is for access to a range of
company accounts data, etc. The basic service gives access to text and tables; add-on
services offer graphics and charts, and a datachannel, which allows customers to
download data to make their own analyses - a range of about 25 mathematical
functions is offered. The service is screen-based, with 90 per cent of the subscribers now
using DS-Windows, offered as part of the service.

The company was set up in the 1960s as a research department within a firm of

stockbrokers. Its history since then has been a varied one. It was floated on the stock

1 Note; this case study was last updated in May 1999; unfortunately pressure of other
work made it impossible for some of the respondents in Datastream to answer final
questions. Where for this reason it has not been possible to ascertain the current

situation, this is stated.
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market, run by a consorcium which included British Cegygen. By 1937 1 was part of
Dun and Bradstreet {whose influence is described as being something of a “dead hand');
in the early 1990s it was sold to Pnmark Global Informaclon Services = a TS utlides
company which decided to get inco financial informadon and engaged in & programmae
of acquisitions. Datastream wag its first major financial business acquisitdon; it has
since added a company which deals in forecast data, and ICY - UK suppliers of real
time information — making a total of about twelve companies in all. In 1997 the
dectsion wag taken to merge [TV with Datastream; the ICV chairman and managling
director now heads Datastream, The general perception of the change within the
business is positive; it b5 seen as having a vicalising effect,

Customers

The company was originally developed az TE-focused, and initially the main custemers
were [Tom the Cicy of London. One of the first non-UJE operations opened in Rotterdam.
As the potential international demand come to be realized, the company began to add
data from other countries. A New York office was ser up in the mid-1980s, and the
COMPAny now operates in 24 locations, in all major financial cencres, 118 developmenc
miirrors the growth in international interest, especially in the USA, where if was
something new for a business communicy which was traditionally inward-looking.

There are now owa and a half thousand client organisations in aboewt 30 cowmiries:
made up of market makers, brokers, lnsutance companies, unit truses, pension funds,
and other businesses which need in-depth informardon and a long tme perspective for
taking major decisions, together with academie insticutions (which receive a90 per
cent discount) and some media costomers {eg The Ivestor's Chrereide, with which

Datastream hag a reciprocal arrangement).

Key objectives

Datastream is rather unusual it not having any specific formulation of ies objectives,
and does not even appear to have complied with the current fashion for Mission and
Vision statements, which is something of a pleasant change.
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Organisational structure

The company employs about 700 full-time equivalent statl. The areas of the organisation
which are particularly concerned with informaton products addressed to the
company's ‘outside world® of actual and potential clients are Customer Documentation
and Corporate Communitations . The former, which is part of Corporate Marketing, is
responsible for all reference and instructional documents, while promaotienal prodocts,
positioning brochures, ete. are managed by Corporate Communications, Originally one
person was responsible for borch, and while they are now separately managed chere is
0 hard and Gast dividing line, There iz a perception of a continuum running roem
ddvertising and PR to information provision, and of shared rerricory where “selling and
lelling” interact ALl products are seen as containing both prometon and information in
VAIVing proporHons.

Internally oriented information products are the remit of a Business Intelligence
section, consiscing of three people and forming part of Marketing Division, wiicl was
set up in 1996 as part of the outcome of @ Business Process Re-enginecring programnie,
to fill a perceived gap in the internal market. The main content is product-based
information about Datastream and its competitors, and the main audiences are the
Eoard of the company, and the sales stall, for advance briefing information about new
products under development

Crganisatianal culture

Interaction between sales staff and customer support services [via monthly meetings as
well as informal email contacts) allows passing on of informarion about what the
cuscomers say, what they want, and what they are doing. Good interpersonal relationg
arc said to prevail between authors and producl managers - one of the advantages of

being a f@irly small crganisaton.

Dacision making on infarmation products

Datastream has what it describes as a comparatively well defined market. consisdng of

S0-60,000 people world wide, which to some extent facilicabes decisions on its

promotioial informarion products, A small range of media is used for the products.
Response from the market comes via: sales staff and customer support sgaff, who

contribute to retention rates of 90 per cent.

[L16]
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They seek to build a long-term reladonship through:

1 Teaining end users

2 Consultancy on daily basis, the feedback from this conributes to developient of
comMmunications products to meet customer need

i Proactive work - going out with news of new data/facilities; the feedback from chis
shapes how Datastream tells people about its new offerings.

Decisions on what data are to be purchased for addition co the database are made
by Markering, and are passed on to the manager responsible for documentation as the
basis for planning supporting products. The form of documentation products aims to be
responsive to customer requirements, and hence is very dependent on a good feed of
information fom Markedng,

Costs and budgets for Infarmation products

S0 far as budgers are concerned, documentarion has separate lines for external print,
for design. and translations. The Customer Documentation Manager prepares esimsates
on the basis of his knowledge of forthcoming requirements, together with the previous
year's spending. Documentaton departnent's expenditure on vser information
produces in 1996 was about £433.000, representing about 1.3 per cent of the company’s

regearch hudget

The information products

As explained above, there is a peroeived shared terricory where ‘selling and telling”
interact in the products offered to the outside world by Customer docomentation and

Corporace Communications

Custamear docurmantation

The documentation consists of products to help people uge the database - both print-
on- paper and on-line, At the start, there wag noching specially for this purpose.
products were developed ad Lo, and no professional aushors or designers wiere
involved; what was produced was created by markering staff, analyses, etc. In the 19805
an attempt was made to do something more organised, and a good deal of customer
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documentation was issued [nearly all of it print on paper). The quality, however, lefl
much to be degired, ag the products were pot s¢en as important and lifcle serfous
thought was devored to them, It was only in 1987 that a professienal wich relewanc
experience was emploved to develop documentation.
Hi= initial decisions were thar the following types of documentation were necded :
1 Core reference material for the system as 1 whoele, including Datastreamn definitions
and a re-designed reference guide to the numerous alpha and numeric economic
codes used in clie system has large nuinber of loeimns with numeric and alpha codes.
2 User puides for cach major service, covering both top-level guides [Databypes and
Program Summary), and guides to the families of programs which have to be run to
arcess reguired types of data.
3 A supporting infrastructure of products fo help users, including an introductery
guide for new users, and a guide to indices, inferest and exchange rates,

Owver the period since then, this structure has been retained, but the mode and
medium of presentation have chanpged. Some of the products are now just electronic —
for cxample the reference guide to codes (although it is admitted thar it is easier to get
an overview from a printed product than from the on-screen version), Mew
‘infrastructure’ produces, such as Getting started have been Incroduced,

Another comparagively recent innovation has been a newsletter {rfostream) for
customers. ‘MNewsletoers' were originally issued oo tell customers about new data
available and about upgrades of che system, The fitle was something of 2 misnomer as
they were always restricted to a single copic, and some congisted of no more than a
single sheet. They relied on customers to feed them into the appropriace fites and so
vliten failed to reach the people who most needed 1o know about changes, In 1996, an
information designer wheo had recently joined the documentacon team had che idea of
integrating data and technical maperial 10 a peal newslercer whicl was more markec
oriented; it received a good customer responsc.

The major products are described, with comments, below:

Crerting Sfarted
MNon-standard size booklet, mived symmetrical and asymmetrical typography
Contemnt;

¢ Introduction co Dagastrean {3 & A heads)

# Types of data available
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« Instructions for getting started using DSWindows
« Looking up and using codes

» [Ising Datasiream programs

v Worked examples {of a dozen or so programs}

Data available are shown as matrix tables of countries versus data brpes. The
‘[nstructions for getting started” are a combination of step by step instructons with
explanations of the menus, buttons, etc on the DE3Windows screen.

Lowking up and using the codes is a rather forbidding process; the screen dump
illustrations arc not very readable in some cases, the worked examples, however, are
tgetul,

There [ a very large amount of coding to be mastered, and a lot of steps are
reguired to gel (o data. Frequent users no doubt overcome these obstacles with
practice, for those who do not use the system regularly, getting to grips with it cannot
be easy. However, the company reports good feedback on Cetting Srarted from mest of
the markees that use it.

Mrogram Susmary

Eorinat designed to fic into Filofax binder — a revised {1997} version of an earlier
product. Main content is brief outlines of the programa offered, search faclities
available and codes for searching; appendlees on anline help channels, research
manuals available, the Datastream software, and expressions and functions for
manipulating data. Indexes by program number and subject.

A comprehensive product in a useful form for reference. The 1997 edition contained
one or two confising features, which may have been left over fromm earlier versions: the
Contents page listed ‘chapters', but there was nothing on what should have been rhe
chapter opening pages to ldenclfy them as such, merely a change in the munning head;
and the instructions specific to particular program families wete not given uniform
treatment. Since then, a new edition has been issues. which takes care of these
aspects.

Datatypes
Same non-standard size as Getting Started. Matrices of codes for “datagypes’ [values for

price, dividend vield etc) for stocks and cradeable instruments, showing the programs

114




Case study Datastream Intetrational

for which each is available, Centred text in the stub column gives some odd effects in
otherwise very legible tables, as ..
Financial year end of the next period to be

reported

DsGare Dsor Guide

2j3 A4 Introduction to communicztions software component of Datastream's local area
network products: description of funcrions and features; instructions for inscallation
and wge, Running some of tables across full cexe area leads o lines which are 100 long
for easy reading, and some would probably be more manageable if they were not in

table tormat at alt

Infostream.

A4, with a flexible chree-column grid which comfortably accommaodates bext, tables and
graphs. Coloured band from section cover design runs across top and bottom of inside
pages. A valuable step forward from the Newslefters which it replaced in 1997, ic
represents a more sophisticated deslgn approach, The cover deslpn presents a strong
image and the content has 4 standard structure, with a bricf cditorial, news of
developmients in Datastream programs, bricf news items and a table of new coverage;
the back page glves contact numbers and codes for help channels.

Corporate Communications

A range of ‘selling’ material - for Datastream as a whole, and for specific products -

with a good deal of informative content. Products issued over the past faw years
include large card galc folders, A4 depth, folding o 2/3 A4 width; A4 2-p and 4p
leaflets; A4 (Husirated booklets on products; and a eouple of really odd folders that lock
like agency products and feature respectively Napoleon and Cleopatra. The variecy of
ghapes and typographic styfes is cransitional,

With the later materials Corporate Communications have developed a distnctve
design approach in the matter of tmages. At one point it seemed possible that this
wiould be uged for ali the information products, including those from Customer
Documentagied, but at the end of the case study period, a different solution had been
arrived af: Customer Documentation continues to use its own front cover and spine

designs for their products, while ingorporating a Corporate Communications designed

{12z
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baci cover {text reversed out of black, with a thumbnail version of the front cover, and
a map of international office locations. Positioning of text on the front cover has been

standardised, and the product family name runs vertically down the right-hand side,

Electronic products

The Datastream public web site is currently being re-designed to broaden the scope
and reflect the new structure of the parent company: it is not yet accessible to public
view,

The intranet site, managed by the Business Intellipence unit, was established in
1996 on the basis of a brief from a cross-divisional team aided by a consultant, The site
carries descriptions of all cestomer-availablc information products, and has recently
begun to incorporate downloadable pdf versions of Datastream manuals and help files,

The material consists mainly of textual information with a struchere of standard
headings; chere ape also graphs and tabulations. The emphasis is on informatbon
content; the vehicte is seen as less significant than the content. The opening page offers
a menu of topics What's now, Products, Customer Processes, Competitors, reneral
Information, Software Prodocts, and Stratery & Market 5izing, topether wich facilities
for dowiiloading software. A feedback form invices users’ comments.

A ovpical ser of headings for information about a Datastream product
» Product aims
s Target marker
s Cusiomer processes
s Cross selling opportunities
+ Product benefits
# Feammres
&« Weaknezges
»  Project history
s Furure plans

A warking extraner 8ite has also been established; it currently carries a range of

support information for registered customers and will soon carry the Customer

doumentation intranet material |
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Information resources

The company's main resource of information is the database itself which constilutes

both the core praduct offered o its customers, and an information resource for those

who dewvelop and markert ic and for cthase who create the other products designed to

support users and Datasteean staff in their work.

Other essential informaton resources for a company im this kind of business arve

generally considered to consist of:

Information about the market for the company's products, Datastream’s main
resource 15 the company intranect.

Infermation about the customers, their response to the products they purchase,
and their regquirements for new or revised products

When thiy study began, the existing customer database presented some
difficulties: nseful was informaton spread around in various databages which made
it difficulc to ger an ewverall picture of their customers of (o find people who mer
specific criteria, A steareyy was available in terms of database desipn bul resources
forr rlae infetface were lacking; it had not been given high priotity on cost grounds,
but remained a longterm project. By early 1999, the database was reported to be in
uch better shape and was being maintained. An integrated customer list was
belng wsed [or monthly mailings of Infostream;the long-term strategy for a more
sopluiticated database sbll cxisted, but was not as yet scheduled for
implementation.

Infortnation about competitors - the intranet is che main resource,
‘Eivirommental' information aboue the factors affecting the data which the
database covers, the industries/services oo which the daca relate, the economic,
political and social situation in the countries of origin and the countries to which
the database is sold, developmencs which may lead (o new, etc.

(The company’s Business Intelligence Uniy is prolably the main source, but it has
nat heen possible to ascertaln whether this is so.}

Information about tle company's own product range

This kind of information may be spread among Marketing, database designers,
Locumentation, Corporace communicarion, and Business Intelligence, but it has

1oL been possible to get a reply on the subject.
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+ Information about relevant developments in IT. Each manager has responsibility for
keeping up with the relevant technology; the Research Customer Documentation
manager keeps ap eye on developments relevant o information product generation.

+ ‘Historical' informadon about the company's actions and their results. This is part of
the remit of Business [ntelligence: the unit's analysis of the history of projects
includes problems encoontered and things learned.

Human resources for Infarmation products
Customer documentation

As explained earlier, at the start such customer information produces ag existed were
put together by saff withour specialist experiencoe or training in this area a3 a sideline
to their normal work, The employment of specialists trained in technical authorship
beran as a consequence of the establishment in the mid-1980s of a customer
documentation service. One of the faces that emerged was that customers liked the
service but not the manwals. The marketing manager decided thar a documentation
department was needed and rocruited the stafl member who is now the Research
Customer Documentation manager to set it up. Initally he worked with one marketing
executive, and then over the next few years he recruited staff, whose background was
mainly, like hls own, in technical auchorship, on the principle that it is casier for
people with the essential professional skills o acquire the necessary conient
knowledge than vice versa.

The creation of customer documentation prodwcts 15 today seen as an information
design job (the only instance of this perception found in the case srudy organisadons),
and the people engaged in the work are all regarded as informartion designers. The
current, strength of the department is now six; some members of the department have
taken rhe University of the South Bank course in technigal communication and the
human/cemputer interface, They have a range of academic and work backgrounds
[most have worked in computer industry) which they draw on in various ways, and a

good deal of mutnal learning and interchange of experience takes place on the job.
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Corporate Communications

External advertising, design, and PR agencies are wsed for positioning and contacts.
Corporate Communicatons provides the experience which goes into preparing briefs
and interacting with the agencies.

Husiness Intelligence

The work of the unit inwolves a lot of writing, as well as garhering material, writing
and designing, They describe ther role as being prosactive, and they commission

research to support their work

The technalagy used for information products
Business intelligence

The main medium of internal informaton tlow before the setting up of the company
intranet was email. Development of the intranet was a whally internal job, taking
advantage of the face that one specialist in Datasrream was knowledgeable in the field.
A team of three developed the company's intranet. using a Microsoft product. The
perceived advantages of in-house developmnent werse the abilicy to use their own
knowledge of the informaton that colleagues would find useful, working informally on

development, and not being constrained by internal bureaucracy.

Customer documentation

The software cucrently in wse includes M3Word, Corel Ventura iwhich may be replaced
by Framemabker), CuackXPress, Windcws Help File, RoboHelp, FrontPage for the web
#irte, Authorware for multimedia, Corel-Draw, and Photoshop.

The presentation of informatian

The respective contributions of Cuseomer Documentation and Corporate
Communications as at the close of this study have been described above.
A housesgyle guide for printon-paper products specifies page size, fonts, spacing,

BirC.




Cage study Darastream Inreriatlonal

The on-sceeen house style is more informal. Windows was initdally adopted as it
became available, then an interdepartmental working group was set up, to look at how
other companies in the proup were dealing with ic Wich screen design, the aim is for
progressive improvement, rather than control by detailed manuals, The recent move
from 16-bit winhelp files to 32-bit gives more presencabon options which are now
berinning to be exploited.

Existing products are said to be moving towards greater uniformity, which may

well involve [ess autonomy for local offices.

Testing, monitoring and evalyatian of infarmation products
Customear Documentation

While the world of the data that forms the basis of Datastreaimn's main product is one of
rapid change, the customers who use the product need to have continuity in the way
in wiich the informarion they require is presented, both in the database and the
supporting documentation. This means that changes in presentation have to be
stepwise, and that their effects need o be condnuously monitored.

Initially the company relied on informal feedback from customers while
dorumentation was under development. There is still some prepublication esdng,;
draft doruments are produced for beta testing with customers, but it i reporred that
teedback seldom results.

More pecently, some focused evalnation has been introduced by Customer
Documentaton o supplement the rather sparse information that comes from an
annual survey of customers conducced by Business Intelligence, which includes some
very general questions on documentation. Apart from the generalised nature of the
guestons, a high proportion of the respondents are said to be declsion-makers who
hawve probably never used the system themselwves.

Customer Documentation's surveys raelate to specific documents. One on e2onomic
codes involved meeting a rapge of users in their own working environinents. o
another, on the previous version of the Program Summary, staff talked through the
product wicth 25 end users. The process led to finding that something essential was
missing: a guide to getting started; which was then produced by the staff member who
has cacried our che survey,
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Bvery new manual produced is sent out with a letter askdng for feedback; since the
inclusion of Datastream s email address in the manuals, the amount of feedback ias
increased, and the names of the customers providing it have been noted for future
reference.

Another approach, initiated by Customer Decumentation, is an in-house 'Customer
Information Forum' run by Customer Services to bring together staff from all parts of
the cormpany who are in contact with customers. A principal aim is to ceview all
mformation products that go o customers in the light of the knowledge contribuated by
people in contact with then, The newsletter Infostream described earlier was one of the
first cutcomes from this forum, together with other products combining information

and promaotion.

Cost-effectiveness of information products

Mo measurement of the cosreffectiveness of informarion products in finandal terms
has as vel been attempted, and i has pot been possible o ascerrain whecher chere is

any intention of trying to do this in fatare,

An evaluation of the present situation

Datastream is onc of throe organisations studicd in this research whoch have
informadon products as their pougey H letpe, The nature of its main products means
that it is partdeulacly essencial to have;

s High-quality customer support information products

¢ Closc interactions among 'stakcholders' in the company and outside

+ Soong information resources to support the information produdeis,

Without them, the investment that goes into the main products which it offers woa
highly specialised market would not bring a full recern.

The requirements are oo o larnge extent mer, Customer Documentation is,
appropriately, part of Markeling, and s products berefic from the existence of forums
for constructive interactons between the originators and product Managers, sales staff
and customer support services. These interactions have demonstrable resules in terms
of identifying new products, notably Infostream, which emerged from discussions in the

customer informaton form.
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The focused Customer Documentation surveys on specific products, which involve
talking through individual products on the spot with end users are a valuable solution
to the problem of getting usable and specific feedback from users.

The creation of customer documentadon products is - unusually = seen as an
informarion design activity, rather chan & matter of cechnical authorship with “design’
as an ormamental add-on, and interaction and learning are regarded as part of the job.

There are comprehensive and well managed internal information resources in the
form of the company intranet to suppert the creation of the products. The Buginess
Intelligence unlt's approach o information about che company's own products is
particularly valuable in its analysis of project history, which includes problems
enconntered and usaful things learmed

To set against these positive features, there are cne or bwo mote areas where it
seemns development has stll further to go. They include the continuing lack of
Invesoment in full apd fexible access to customer informagion, Some aspeces of the
design of the unusually complex macerial that has to be handled in the information
products to suppart custemers — as brlelly analyssd in the study would benefit furcher
attention; it looks, however, as though the general trend is tewards their resoludon.

And, while the perception of there being no sharp frontier between promocional
and information products, but instead a shared territory where selling and relling
inceract, is an admirable one, at the present scage, it is not possible to be sure how well
it works In practlce, in terms of an integraced approach to cthe design of the products,
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The Department of Trade and Industry

Background
History

The Department's ancestry (Foreman, 1986) goes back to the Committee of the Privy
Council for Trade and Plantation, established in 1621 for the protection of the country's
overseas mercantile interests. The successor to this Committee was abolished in 1782,
but reinstated four years later when an Order in Council - still in force today -
constituted a Board of Trade, with a secretariat, charged to consider commercial
treaties, colonial acts affecting trade, import and export duties, and prohibitions
concerning trade. This counts as the foundation of the present-day department. Its
responsibilities in the two centuries since have undergone many mutations. In the early
years it had a leading role in the great 19th century debates on free trade and the
abolition of slavery, under such distinguished presidents as Huskisson and Gladstone.

The underlying pattern has been for the Board to acquire new responsibilities
emerging from economic and social developments. At various times it has been
responsible for the merchant fleet; education for industrial design, crafts and science;
standards for weights and measures; trade marks and patents; railways and canals;
labour exchanges and unemployment insurance; mines; the coastguard service; clothes
rationing; registration of companies under the Companies Act; and civil aviation. Over
time many of the areas it was charged with administering - such as education,
employment, transport, and fuel and power - became separate departments of
government (particularly under the impact of both World Wars), while more recently
others have become separate agencies. Its weighty and varied history, and its rather
amoeboid pattern of growth, perhaps account for the complexity that characterises the
Department today.

One major change during the course of this case study was the election of a Labour
government in 1997; this has had some significant effects on the way in which the

Department works, which are reflected in the developments recorded here.
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Scope and staffing

The Department of Trade and Industry today is a large and complex organisation, In
1998, ar the close of this study, it has a President, three Ministers with responsibilicy for
Trade, Science Energy and Industry and Trade and Competitivenesz in Europe, a
Minister of State, and owo Parliamentary Under Sectetaries, while from the Civil Service
side it is run by two Permanent Secretaries (one of them responsible for the Office of
Science and Technology) and nine Divectors General,

The Department is also responsible for 4 number of Executive Agencies [(Companies
House, the Insolvency Service, the Patent Office, and the Radio communications
Apency); others have in recent years been sold off. In addition, it has a high-lowel policy
rezponsibility in relation to certain statutorily independent bodies {the Dffices of Fair
Trading, Telecommunications, Gas Supply, Electricity Regulation} and the Export
Credits Guarantes Department.

Exeluding the executive agencies, the Department employs about 5000 stafl {1998
fipures - the number decreased in 1995/%6 owing to respurce constraints, which led 1o

voluntary carly severance); e agencies bring the number up to about 10,500

Key ahjectives

The Deparrment's averall aim is defined az helping 'UK business compete successfully ar

home, in the rest of Europe, and chroughout the world.! The current objectives (1938}

it sets itsel! to chis end ate to:

s Improve the oponness, efficency and effecdveness of markets at home, in Europe
and across the world.

» Ensure the Science and Engineering Base achieves standards of international

excellencs,

e e e e e e = e i

1 They are now [June 1999] expressed in concise terms, as parct of a first “Sfrategic
Framewori', on the DTI web site, as being to ‘Fromote enterprise, iInnovation and
increased productvity; Make the most of the UK's science, engineering and
technology; Create strong and competitive markets; and Develop a falr and effective

legal and regulatory framework.’

=
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+ Ensurc consumers are piven a fair deal, by improving provision of informacion,
adwvice, representation, protection and redress,

= Improve and enforce the regulatory framework for commercial activicy, while
rermoving unnecessary burdens on business.

+ Ensure secure, diverse and sustainable supplics of cnergy to businesses and
COTMEUMEers at competitive prices.

e« Improse the framework of law and regulation for employees and employvers o a
skilled and fexible fabour marker founded on the princple of parimership.

e Incrcase the capacity of businesses, especially SMEs (small and medium sized
enterprises|. bo grow and to improve their productivity, through innovation,
adoption of best practce, and investment.

+ Increase competitiveness, economic growth, encerprise and opportunity in the
TEEIONS,

« Ensure thac science, engineering and rechiology arc used across Government and

in industey o maximise sustalnable prowth and quality of Life.

Cmnpanson wikth the objectives under the previous government shows some

interesting similarities as well as contrases ;

¢ ldentiffing the needs of TTK business., through dialogue with individual sectors

& Ensuring that they are taken into accounl by Government and within Cie Exropean
Communicy

» ‘Working for trade liberalisation warldwide, and helping UK business to take
advancage of market opportunities

+ Promoting comperiton and privaczacion

+« Promoting the economic development of UK energy resources

¢ Maintaining confidence in markers, and protecting consumers by effective
regulation, while seeking 10 reduce regulatory burdens cn business

¢ Maintaining a framework wihiclh provides a fair balance between the inberests of
employees and emplovers

s Stimulating innovation and cocouraging best practice in quality, design and
NAnagrment

» Fostering the creation and development of small and medium-gized businesses

» Responding to the peeds of different regions and areas with special difficulties
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Taking proper account of environmental issues in relation to its own policics, and
ensuring that overall environmental policy takes proper account of its impact on

brisiness..

Organisational structure

Up to 1995, at the level below Permanent Secoetary, the typical struccure in the various

areas of the Department looked like this:

Commands {conslsting of a group of Tirectorates)

Directorates
Branches

Cections

Changes in the senior management structure of the Department, in response to

White Papers on the Civil Service of 1994 and 19952, were designed o meet the

requirement for ‘leaner, flacter management structures” and improved carger

managemernt and succession planning.

They sought to:

Create a top management group which contributes to the efficient management of
the department and its resources

Establish levels of responsibilicy reflecting the needs of worlk

Reflect the parterns of worlc-flows in the Department

Enable the Department to respond fexibly to changing circomstances and to
facilitate both team working and vertical accountability

Ensure that the business of the Department is effectivety discharged.

In pursuit of these objectives, and on the basis of congultation with staff, the new

structure reduced the nuraber of layers of managemeenl in Mast areas:

r|

Continuity and Changr Cm 2627 and The Civil Service: Taking Farward Continaity snd Change Cm

27448

[131]




Case srudy The Deparrment af Trade and Indostry

Heads of Commands

Heads of Directorate
Heads of Sections

The new top management group of the Department consisted of:

Fermanent Secrecary

Central Fancrions: Nirgcrars (reneral of!
Solicitor and Director General, Legal Services Trade Policy
Crirector General Besources & Services Export Prompoton
LChief Economic Adviser Regional & SME Industry

Crirector Central Policy Unic Energy

Direcrar Business Support Review Director Information

Corporate and Consumer Affairs

Furtlier changes mean that the current (19938] op magagement group oonsists of
Permanent Secretany

Tirectors General for: Together with:

Trade Policy Chief Economic Adviser
Export Promotbon Direccor Communications
[ndusiey Director Competitiveness Lnit
Energy

Repional and SME

Corporate and Consumer Affaits
Legal Services
Rasearch Councils

Resources & Services

The information products

Compared with the other casestudy organisations, te 71 is responsible for a vast

number of products, addressed to cutside and intemal readerships. Just before this

sCudy began, a consultancy report on the Department's publishing processes revealed

over 1700 external publications and a very large and increasing number of internal ones.

The current [ 1998] catalogue of DT publications o print {which also incudes a few

e
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videos and disks) has over 1000 titles - from leaflets and booklets to reports of up to
100pp and the occasional boolelength monograph, and a separate catalogue of export
publications contains over 250 teles, More than 20 differenc directorates and units
originate publications, whose subjects cover the whole range of the Department's
actvides and responsibilities, from arbitration via competition law, consumer
protection, innovaton, IT and small firms, o standards and telecommunications,

At che start of this case study, as with mast of the others, information products
were mare or less exclusively print on paper. 5ince then, there has been rapid
movement towards making existing products, and new types, available in electromnic
forit, via a DL web site, ag well a8 development of an intranet which will play an
increasing part in access 1o internal information products.

The first moves towards sctting up a web site were Ule entrusted in 1997 oo che
former Information Directorate, which was said to be dealing with its responsibilicy
wery reluctandy and at arms length’. Since then there have been fundamental changes
in the management beth of the medium and of the content it carries, and rapid
progress, which is described below {see pl167)

Organisational culture

Historically, the Department has undergone many changes of scope, as indicated above
in the background oo itz development. These have no doubt affected the way it has seeén
itself at various polnes (o 1os history, as chey have brought in pecple from many
different disciplines and professional backgrounds, each with their cwn culture which
has intcracted with that of the civil service, More particularly, since 1979 there have
been some very fundamental changes in direction arizing from changing views ab ot
what the Department should be doing 1o such matiers a3 sponzorship. All of these
factors help to explain the autonomy of the commands and individual divisions.

The organisacional culture of the Department at the time when this case study
began exhibited rraditional civil service fearures, in particular a concentration of
infermaten Aow within functional hierarchies and an sccompanying reluctanoe o
countenance horizontal fow between different hierarchies. The autonomy of imcdividual
divisions ¢ould be energetically guarded, there was a tendency to belivve that no other
part of the organisation could have anything useful to impart. a reluctance (possibly
well-founded) 20 rely on othets for any support or service, or to leamn from them,

h=)
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readiness oo undertake sverything from within, and a certain distrust of central
functions.

The traditional features were compounded by what is described as Sery fast
decentralisation’ in che early 1990s, by failure to accompany the decentralisation with
identification of common ground, and by 'lack of imagination’ on the part of the
central functions. Examples abounded of duplicate initiatives, for example in relabon
to the loterpet; informacion managers had an uphill task in trying to promote co-
operative working between those with relaed interssts, The Department as o whole
was said to lack awareness of the significance of information resources and information
management; and information technology specialists were reported as sccing
themselves as e repositery of all that needed oo be xnown about information and its
use. Central advisory functions — inciuding those relating to information produces -
wiere sometimes scen, where they were known of, as at best a hindrance (o getimg on
with the job.

The process of creadng information products depends on the co-operation of people
from different areas; and the 2ifficulties created by the conflict between traditivmal
wvertical hierarchies and coordination of work across different hierarchies were
apecifically mentioned as a hindrance in one area which iz responsible for many of the
Department's publicarions.

One cther part of the arganizational culcure, mentioned, for example, in the course
of discussions of information products to support specific Departmental programmes,
was the imposition of timescales deriving from political imperatives, rather than from
the requirements of the programmes.

Some of chese features of organisational cultuce were addressed by the report and
recommendations of a Senior Management Review Team, The consultation process with
seriior staff carried out as part of the study included such findings as the need for
means of dealing with ‘cross~uiting issues’ at top management fevel Alchough in
theory Directoral and Comimand boundaries should be no obstache 0o becter Gealn
working. cross cutting issues are not always pursued or resolved sensibly’; and called
for better handling of issues which cut acrass Command and management unic
boundaries; for more clarity about the maost effective use of specialises; and for betrer
team working.

Eyr the cime this cage srudy reached its floal stage, there were noticeable, if graduoal,
changes in many respects. Observatlons from withio the Department indicate char
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people are now prepared to give information if others ask for it, though there i3 sull a
problem in getting them to do so withoeur knowing how it is to he used. Some of the
information difficultics created by decentralisation are coming home 1o roost -
especially that of regaining critical information, such as that cn health and safety.
which was dispersed in the process of decentralising, Attemypis are now being made to
establish best practice in this respect and £0 cnsure that it is followed,

The 1996 merging of the Library wich informadon technology to form Information
Management and Technology is said to have given positive results; library and
information services have a higher profile. and are well respected for their kmowledge
of external ooline sources. The overall approach to information systemns and technology
has also changed guite fundaimentally, with the establishment of long-term partnership
over 2 15-year period with the vendor for a major new system, ELGAR {Electronic
Covernment and Administration Re-engineering). which will hawve a significant
influence on the Department’s web gite, its intranet, and its whole approach to the
publishing process.

Communications Directorale has assumed 2 more central role wich the change of
government, receiving more staff and more support; and there is, as might be
expected, much more emphasis on presentation of information, both outwardly and
internally direcred, with strong ministerial demand in respect of form and content. The
Directorate cattied our a study of the effectivensss of internal communications as a
whole in the autumn of 1998; contebutions weee invited from Management Units and
Agencies, from Ministers and the Permanent Secretary, and from Trade Union
representatives on a range of issues. The main topics covered suggested for
consideration were lateral communication within and betwesn various functions and
lewels; vertical communication; communication with central DA services such as [T
and Personnel;, culturalitechnical/physical issues that affect communteation (including
staff attitudes, limitadons of TT available or ignotance of the technology, and factors
such as lack of meering rooms or physical distance between buildings). Though the
questions posed did not refer specifically to the role and effectiveness of information
products as vehicles for internal communication, the survey results are likely to have
clear implications in this area,

by cwn experience in the final round of discussions with ITT] staff cerfainly suggests
that there is greater willingness on the part of the Department o take long-term and
more strategic view of projects involving the use of information, and that traditional
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civil sernfce attitudes have become less widespread as people with a variety of

backerounds have come in to work in the areas with which this rescarch 15 concermed,

The baseline for the present case study

The Department originates a very large number of information products {in the 199596
fimancial year, for example, 682 external and 33 internal publicacions were igsued , and
responsibility for them is widely spread among a range of Directorates and
management units.

In the early 1990s there was concern about the efficiency and oost effectiveness of
thiz large and complex area of the Departnents work, and consultants were
commissioned to look at how the Department assessed what it should publish and how
it managed production, storage, stock control and distribudon. Their report and
recommendations forms 4 knd of bageline for this case study, in respect both of the
products and the organisational arrangements for managing their creation and
distribution.

One of the first asla was o escablish how many tites there were and the size of
print riuns, because there was no omplete central record: even the Information and
Library Service, which was reported as trving valiantly, could not keep up?.

The 1700 ot so publications for external consumption, ranged in scale from print
euns of over a million down to as fow as 150; The vast range of internal material -
notices, newsletters, leaflers, guidance notes and [nstroction manuals = was noted as
having increased in diversicy with the devolution of management responsibilities o
individual Directorates,

It proved difficult w identify the Full cost of producing, storing and distribution the
Department's publications, because of variacions in how costs were allocated and the
ways in which publications were funded. The inpurt of professional skills to produces for
external distribution varied from Directorate to Directorace, wicth the resulc that some
products were considered to work against it3 aims,' Similar varlatons prevailed in

v It is worth referring here to Uniced States experience, as reporCed by Walters (194), of the
[o=s of aceess to informadon which ame about through inchouse publicaton by government
departments, without che recording constraints imposed by the Government Printing Office
Wlich guarantesd that they would known about and accessible.
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civil service attitude: have become less widespread as people with a variety of
backgrounds have come in to work in the areas with which this research is concerned.

The basaline for the present case study

The Department originates a very large number of information products {in the 199596
financial year, for example, 682 external and 33 internal publications were issued , and
responsibility for them is widely spread among a range of Directorates apd
management unies,

In the early 19905 there was concern about the efficiency and cost effectiveness of
this large and complex arca of the Departiment's work, and consultants were
commissioned to look at how the Departmment assessed what it should publish and how
it managed production, storage, stock conerol and distribudon. Their report and
recommendartions forms a kind of baseline for this case study, in respect both of the
products and the organisational arrangements for managing their creation and

One of the first Esks was to establish how many titles there were and cthe size of
print runs, because there was no complete central record; even the Information and
Library Service, which was reported as trying waliantly, could not keep upl.

The 1700 or 30 publications for external consumption, ranged in scale from print
riuns of over a million down to as few as 150; The vast range of incernal material —
totices, newsleccers, leaflets, guidance notes and instruction manuals - was nobed as
having increased in diversity with the devoludon of management responsibilities oo
individual Directorates.,

It proved difficult to identify the full cost of producing, stoting and distribution the
Department's publications, because of variations in how costs were allocated and the
ways in which publications were funded. The input of professional skills o products for
extermal distribution varied from Directorate to Directocrate, with the resule tiat some

products were congidered to 'work against its aims.' Similar variations prevailed in

BRI ey e T

1 It is werth referring bere 1o United States experience, as reported by Walters {1994}, of the
loss of access (o information which came about through inhouse piiblication by government
departments, without the recording constraints imposed by the Government Printing Office
which guaranteed that they would known about and accessible,
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relarion to information content: some [niblications were actually found to conrradicr

ageeed Departimental policy.

Most concern was caused by “inefficient and sometimes ill<considered’ methods of
storage and distribution; external publications were found to be distribuced from 270
different points, with the inevitable results of wastage, duplication, and inefficiency.
The originacors of external publications aften [acked information on widch o base their
decisions on print runsg in seme cages they knew something about likely demand on
which to base an order, but in others they had no informadon to go on. While prine
runs for internal products were supposed to be set by the number of staff in the arger
audicnee, the information on this provided by the existing system had proved very
unreliable.

Recommendations for improvement included:

« Creating a Publications Unic within the Information and Library service, o provide
‘advice and guidance on standards, value for money and costefective options for
producing publications.

v Asking managers respensible for publications to make an investment appraisal for
every prodduct, iemising costs and proposed benefits as the basis for assessing its
value-foranoney polential, and deciding on che best options for the various stages of
producing it

a [Establishing a database of publications with informaticn an all ticles,

» Rationmalising storage and distribution.

«  Defining the roles of the in-house professional resources for imformation design and
graphics,

s ldentifving expenditure on publications, and considering how internal providers of
deslgn and production advice could compete with external agencies.

Action was tazken on the recommendations: in particular de Publicarions Unit was
set up within the Information and Library Service and a database of publications
egtablished wirhin it, and an external conlractor became responsible for storage and
distribution. In the fina] stages of dhis study. the Unit formed part of the Public Services
Unit within Lthe Information Management and Technology Directorate; four out of five
of the management-level staff of the Public Services Unit, it is interesting to note, are
professional librarians.
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The recommendations of the OMC report are used for most of the remaipder of this
case study as a framework for looldng at the copics which are considered in all the case
studies, and coanparing how “what is’ matches ‘'what should be”. Given the vast of
informarion products. examples have been taken from a number of areas, rather than
actempting to cover the whole range. The recommendations refer solely to hard-copy
products, which were the only ones in existence at the time of the reporn but in the
final years of the case study electronic products, based on the interner and &
develaping intranet, have come to play a significant part in the Depantment’s cutput
and to introduce new ways of thinking about information products and presentation.
The story of these developments is told after the accounc of the fraditional products

which for so long constituted the sole means of external and infernal communication.

Decislon making on information products

The formal pracedures

Ome of the frst recommendarions from OMC report relaced oo decision-making abourt
publications. For each proposed publication, managers should carry out an investment
appraisal or opton appraizal with a full execution plan, itemising all costs and all
benefits over whole lifetime of the publication. They should then agsess whether it was
likely to produce value for money, and if so which options for various stages
represented the best value for money.

The Publications Unit which was set up as a result of the report's recommendarions
duly produced Guidance for production of DTT publfcations in 1994 . This gives step by step
advice on planning a DT publication. including how to fnd out if a budget hag been
allocated and what to do if not. It provides arlginaters of publications with a checklist

of questions to answer; the answers should provide a rationale for the publication?,

Z  The first set of questons are:

s Whar are you trying to achieve?

= ¥Whar iz che message?

s How does it link up with the related policy, programme, campaign or strategy?
= Whart is the target audience?

= How large is this andience?

» What do you want the audience to do after they have received your message?
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indications for scheduling and for the resources required, and proposals for monitoring,
distribution and storage,

O the basis of their answers, originators are asked to set out the objectives for
proposed publications. identify options for production in relation o the ohjectives, and
to estimace the costs and benefits of the options. A Pra Forma is provided for these
details; part of thiz goes ta Publications nit, but the cost/benelit appraisal stays in the
originacing division, The decision thar aurhorises publication to go ahead rests with the
budget holder for the publication question, whao also decides which production opton
i% ko be chosen.

Im 1994, the original Guidelines were still in force, and thie Publicadons Unit
manager was planning seminars about them in liaison with Communications
Direcrorate, with emphasis on using the services of the Departunent’s contractor for
distribution, keeping tlee Unit informed of publications, and providing legal-deposit
s,

What happens in practice

The decision on whether to following the procedures ser out in the Cuidealines rests
with divisional management, who are reporced to fake various views of their
significance. It is not altogether easy to see from cthe agcounts given in the various areas
of the Depariment responsible for originadng and managing informadon products hosw
practice matches the prescribed procedures, as che following examples may indicate.

Annual Report. (Produced in Financoe and Resource Management Directorate) On the
personal decision of the then President, in 1994 and 1995, a colowrful documene,
aligned with the typical company annual report, and addressed both to Parliament and
the Department's public, was produced, The response of the Parliamentary Commillee
to which it was addressed (Trade and Tndustiny Committer, 1995) was not endrely
welcoming. Its report for the 1994/95 session commented that the publication was not
wholly appropriate as o decument for Parliament; observing thae the attempt to appeal
to an outside andience was a worthwhile but secondary project, ic suggested that the

purpose rmight b better served by two separate produces.

|1z



Case stady The Depactment of Trade and lndusicy

The next year, therefore, the Committee's suggestion was followed, and owo reporcs
were produced: the traditional Expendicure Plans {DTIHMS0, 1996), and a short,
colourful, Annual Beport fior the 1995 calendar year. The attempt was made to present
them as 'stylistically part of the same Gmily”, Proposed changes in procedures for
government accounts and budgeting (Resource Accounting and Budgeting), due to be
introduced from 1998/99 an with the objective of putting them on 2 commercial
tooting, and improving cthe quality of management information, wifl, however, bring
changes to the Estimates. These in turn have affected the presentation of the annual
report, which has reverted to a single Expenditure Flans Beport.

MINI%, (Ministerial informacdon System). The establishment of this product is another
instance of decision making at che top level, Introduced by the then President. Michacl
Heseltine, when he came to the Department, a5 3 means of organising resources, it
requires each management unit to bid for manpower and resources and to show how
they are peeded in order to meet Departmental objectves. This system was replaced
1998 by a similar management information systemn, RAM (Resource Allocaton and
Majagement); the basic components of the process are unchanged. While the previous
syTemn's main focus was running costs, RAM for the first time seeks to integrate the

bidding and allocation process for all DTT expenditura.

Open government initiative. This initiatve (part of the Citizen's Charter) goes back to
the Open Government White Paper of 1993, A Codr of Proctice issaed in 1994 and revizsed
Lo 1997 requires government departments to provide information in response to
specific requescs (and to give reasons if it has to be refused), bo be proactive in
providing the facts behind major policy decisions or proposals and in making
informaton available about hew they deal with the public, to give reasons for
administrative decisions to the people affected by them, and to publish information
about how their public services are run, their targets, and theit standards of service.
The DTTs original implementation of the initiative (the respensibility of Information
Management Services) was set up to a tight tmescale, $o the person responsible for the
programme made the initial decision on the information products: there was said to be

ner tiine to pofsulc Imformadon Directorate as recommended in the Gaidelines.
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Decizions since then have been 1aken by the Head of che Unit 'within the remit of the

normal processes'.

Maraging in the 205, A programme which stacted in 1989 and ran uncil 1996, with the
aim of helping companies W respond competitively in cthe arcas of desizn, production,
purchasing and quality [later cxtended to include marketing and product innovation},
it produced an extensive range of printed products and videos.

What is described as the 'rationalising and positioning of material’ was assigned to
a ‘Titerature Task Force' drawn from various sections, There was some effors 1o achuewve
a uniform style for che products, but it is reported tat it never gor "bedded in°, and
afleinpls in that direction were overtalken by the decision te mowve to the internet as
the primary means of delivery. By the end of the casesmdy period, of the original 75
publicaticns, some had become outdated, and of the remaining core of about 20, some
remained available in print, but stocks were being rapidly reduced as the transfer o

the Dreparment's web site proceeded.

Export Fublications Unit, The Departmient's export publications were e subject of
case study in the OMC report, exemplitying 'the problems and successes of che
ransition from a decentraliced to a centralized set up'. Departmencal policy of
extending charging to include expore publicarions required standardisation of conten,
quality and presentation, a central catalogue, and a central contact for ordering. The
Export Publications Unit was sct up to meet the requirement.

Decizsions on export publications are taken jointly with the Foreign and
Cominonwealth Office via the foint Export Promaotion Directorate. The export data and
market branches of the Department and overseas poscs collaborate in deciding types of
proeducts and content, taking into account what is commercially available, The Unit
had no annweal publishing plan at the stare of this study, but by 19938 there was a rolling
programme of commissioning, wich an updating cycle of ene to thies years for the key
Hines for Exporters, range of publications There are still probiems in that the Unit is not
notified of fortlicoming sector reports or duplicate free information that is published
and disteibuted by marcket desks.

Small and Medium Enterprises Directorate. The Directorace takes its own decisions on

products in this area, on the bagis of che Depariment's policy of supporting the rarget
andience of existing small firms by providing publicatons which fill gaps in the marker
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The main prablems are reported to arlse o conflict between these limitacons and
demand from the target users; for example, publications on setting up in business and
emploving staff were not considered to be in scope, but ficus groups of potential users
said they would be most useful. On that bagis, the Department agreed to produce thein,

Costs and budgets for information products

The OMC Investigation found that it was difficult to identify the full cost of the
Department's publications (seme staff were unable o provide any details of the cost of
their publications). There was no uniformicy in the way external publications were
funded; costs were met in a variety of ways — from running costs, o programme
spend, or from the central publicity budget controlled by Information Directorate, This
budget Ananced major campaigns and other divisions had to bid for their cwn publicity
needs from it. Those who took this route were alse obliged to use Information
DHrectorate services, so that the Directorate was both controller of the budget and
obligatory provider of services - in effect depriving users of the choice they were
supposed to have under the 'customer-contractor principle. Further problems of
keeping within budget were revealed from the case study of the Export Publications
Unic, which showed actual production costs greatly in excess of budget - presumably
connected wicth Unit's lack of control over what gets published.

The main recommendations in thiz area were for investment appraisal of all
publicatons, and clear idendfication of expenditure on publications, and today the
Publications Unit incorporates into Les database on publications information about total
production costs supplicd by the majority of eriginators of publications. Reports
available from the database include actual production costs, cosis for proposed

publicatioms, publication costs by directorabe/publicabon.

In practice ...

The present situaticn for the information produces considered in this case stody varies.
The Anrual Beport is an cxception in that, as a Command paper, it is produced by
HMSE0, which estimates the print run and decides on the selling price.

Qpen Government inftiative, For the it products under this programme, the
recommended procedures for cost estmates were not carticd out, because of time
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pressures for meeting a gowernment commitment; in the second and siccessive years,

budget provision was made.

Managing in the #0s. Major products in this programme were put our to fender; bids
were invited from among a small number of agencies which had previously done work

on the propraiinme.

Export Publications Linit. The Unit operates the procedures developed by Publications
Unit. It bids for publishing budgets oo the basls of whag it thinks it can publish in the
hudget period. Budget estimates are now {1938) broken down under the heads of print
coses, design. consultants and sales figures, and are said to be more systematised than
they were in the past; they no longer take staff costs inte the costing equation. There
are o autherstip costs for produces authored by FCO posts, chough there ane for those
written by external consultanes, Budgers are planned five years in advance; as
mentioned carlier, the Unit is seeking o gain advance knowledge of projected

publicaticns, so that it can budget mare effectively,

amall and Madium Enterprises Directerate, The Directorate puls up a publications
straregy proposal co the Miniscer responsible, with a raticnale and justification
demonateating the need. This is accepted as the basis for its budget, The report o0 a
1997 survey of the response to the Direclorate’s publicarions notes that ics budget for
producing and disseminatng for 1597193 was £293.000,

MAitTS [Ministerial information System). There was no separate budger for BINIS as
such; costs relating to it were met fTom other existing munming costs budgets., such as
salaries, sratinnery, reprographics. etc. Seaff responsible attempted to make & rough
estimate of what it costs o abtain the required information in terms of stafl fne
around the Department, For MINIS 95, the estimated cost was around £1m, a figure
which fell by about 18 per cent in the 1996 round, and which was expected [0 $how a
further fall of 10-15 per cent in 1997, It has now been decided to discontinue this
calculation which is described as being a feature of the "cue red tape” ethos, MINIS is
described as having been the primary dover for savings in DT jrunning costs 13 per
cent dewn over the period 1992-97), and RAM will conrinue to be used to identify

efficiency savings.
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Information resources

This section looks at the information resources within the Department, the extent to
which they are used as sources for creating informacion products, and cheir potential
for heing used in this way.

Information and Library Services

The DTI Information and Library Service structuce is quite complex; there are two main
gite libraries {reduced from three in 1995) topether with a number of others in
parcicular direccarates and one [the Export Market Information Centre] which serves
the public, Seme of the agencies and most of the associated bodies also have their own
specialised libraries. The two inain siee Hbraries between them cover the areas of the
Department's title. As mentioned earlier, in 1996, Informaton and Library Services
merged with information technology to form the Information Manageinent and
Technology Ditectorare, within the Resources and Services Command.

Eour possible areas were considered for the location of the Publicadons Unit, which
the OMC Report reconunended ag che source for the advice and control which the
review had found to be lacking in che Department:
¢ The Informaton and Librarny Service (then in $MD3)

# Purchasing and Policy Secton then [in SMD2 - now in Finance & Resource

Management)

& The then ITnformation Directorate [later Communicatons Directorate)
e« The Information Design Team [in SMD2 ~ subzequently shut dowmn)

The last two were excluded on the grounds that the Unit needed to be
erganisationally separate from service providers, so that its advice could be seen to be
impartial. The final choice was the Information and Library Service, which then
encompazsed the Enquiry Unit and Directories Secton, because of ies key roles in
providing and managing centralised information, and handling large volumes of
internal and external inquiries, and itz experience of creating and maintaining a
databage of publications and of manaping budgets. The racommendation was accepred,
and this was where the Unit was established. In 1993, the Publications Unit became
part of the separate Public Services Tnit; it remains, however, in the management area

of the head of Information and Library Services.
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The Service was also involved, up to 1996, through its Information Management Linit
in a variery of other inidacves for using informaton resources as a source of
informacion products, which are outlined below. The Informatdon Management Unit
became part of the Business Analysis Team in 1996, and che later history of some of
these developments is described on plaT.

Internal guidance matedal. Ope area in which the Informarion Management Unit has

been involved is that of communicating guidance, news and reference infaormation

internally via various informaton products. The move b electronic systents for intermal

communication led to the commissioning of a review in 1994 of optons for managing

such marerial in an electronic environmens (the DTTs existing office anbomaticn

sysiem, OSPREY), The report idenrified 3 kKinds of material:

1 Alertng - urgent information which needs to be communicated o lot of people ac
once

2 Updadng = new developments in areas in which people have chosen to be kept
informed

3 BReference - directory-type material about cxisting practice.

Tt recommended exploiting the email and bulletin board facilities of O5PREY for the
first owo types of produce. For the third, addidonal invesoment was considered
necessary — thouph theore was an expectaton in the Departinent that it could be made
available ower OSFREY, nobody had thought much about what it would nesd 1o achieve
this. A full study was proposed, in order to spedfy the requircment, cxamine
information management and cechnical issues, and select an option for mecting the
requirement. The findings from this project were inconclusive, and a pilot study was
then rumn to teat out four possible approaches:

T Full text retrieval alone
Browser alone
Optons 1 & 2 combined

RS .

A customised dooument Management syste,

The third option came out as most successhul, and an implementation project was
estabiished to deliver reference material in this way. The sequel to this story is coid

below in relation to the development of MANDRIM [zee p166) whare information

has
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management and [T specialists are involved in developing information structures and
resiructuring exisdng information products for electronic presentation and use.

Hete it is impoerant to note chat the DTT incranet will become the key to how the
information and library service delivers information, and 1o further changing the role of
the library towards in-depth rather than guick-reference presentation. The service is
already working (o a1 increasing exrent on information regearch, using electronic
sources and delivering the resules electrontcally, and it is also now involved in business
analysis, bringing together information management and IT skdlls,

Contacts databases. There are several hundred of these in the Department, each sec
up as an individval initiative and with no commeor approach to the task, The
information about companies which they contain is potentially valuable as a source of
ideas for products which the Department could profitably offer to companies, but their
idiosyncratic design makes it difficult if not impossible to realise the potential.

The need for a contacts database for che Business Link initiative gave the
opportunity for the LS to set priorities, idenify commaon features, and develop a
departmental standard using the database software associated with the OSPREY syscem.
This should make it possible for the multiphicity of standards oo begin to converge as
individual databases start converting, A standard was agreed and 15 reported 1o be in
use in some areas, but it is sugzested that it has not been overvnergetically promaged.

The work in this area attracted ministerial attention, and as a result a study of the
duplication of information was set up, with the aim of identifying the kind of
information about companies which people in the Department need, where it comes
from, and who does what with it. The resulting review recommended procuring a
common source for company informaton, but the attempt to do 0 is reported o have
been unsuccessful in the face of lack of clear business beneflts for the users.

The implementation of the ELGAR system {see pl135) should lead to solutions to
thege difficulties.

Infarmation auditing. Anather initiative from Information and Library Services,
working with the Informatlon Management team, which has potential for promaoting
the use of information resources to develop useful informarion products was a series of
information audits in a number of Management Units. Initial findings indicated more in
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the way of obstacles than positive sfarting points, but the results of lafer stages have

been used for other relevant studies on information srategy and intranet strategy.

Expart Publications

Export Publications Unic uses the Export Marketing [nformation Centre and its own
small in-houvsge collection = the main purpoese is oo identify what others arc issuing, as
the Unit's remict it to produce only material which dees not duplicate commercial
products. It commissions market information. The Unit uses inrhouse, domestic and

interner sources o respurce information in products written abroad.

Human resources for information products

The OMC report provides an outline of who was doing what jobs on informaticn

products at the dme of its review.,

External publications

The originacors of many products for major campaigns were using the services of
Information Directorace, which took over the text and arranged design, gypesetring and
printing, using a variety of service providers. In these instances, there was said 1o be a
close refationship beoween originacors and Information Directorate, Where authers had
used Information Directorace on major publications, ey ended o use their services
o1 RCGHN-CAMmpign dtles too.

On the other hand, 'There were staff who undertook the major part of the task
rhemselves such as desigm and layour, selecting printers and putting work out to chem,
In some instances. staff had limired experience; in others, they scem to have
undertaken the task without knowing thac services were available to support them,”
They seemed to have “very little previous expecience of producing literature’,
kmowladge was not shared across the Directorate. and wrong assumprions were made
about costs because the people making them lacked knowledge, and felt there was
wery little in the way of quidance from any central source, In other cases, poor seTvice
in pasr had dererred staff from using internal resources, and ¢rhers again thought that
BIY sawved coats. AR the report remarks 'Any cost-benefit analyses rarely take into
apcount the full cost of staff time or the benefits they are likely to gain from using fully
rrained and expenenced staff!
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Intermal publications

It was reported in 1994 that 'authors who have felt the need for a well designed, eye-
catching document” for internal audiences were using the services of the then
Information Design team {descended from a previows Formas Unit and Photorypesetting
Pool) and of the Graphics Studio {in [nformation rectorace]. The former was described
as specialising in the ‘design of text and the presentation of Plain English as well as
with Forms design’, and the latter as being staffed by 'Graphic Artists whose principal
cxpertise lies in design and graphics’. Both there unicg were hard-charging, and
competing at the margins. It is not entirely surpriging that there was said co be some
confusion about the relatve services offered, By1936 the [nformation Design Team and
the Graphics Studio had been closed down, ad all informacion design was autsourced,
with Information Directorate mow Communications Directorate] advising on

appropriace design agencies.

Expart Publications Unit. The case study in the OMC report of this unit makes it clear
that there were o staff with specific qualifications in this area, The Unit is described
a5 Using typists to wordprocess text which was then passed o a local printer to print
direct from disk, or to produce good quality laser masters for photocopying, Thizs was
considersd cheaper than using the services of the Central Office of Informacion for
rypesetting and editing as previously. Staff are alsp described as doing 'an element of
design and layout', and as being aware thar this has training implications, but “they are
wsing experience gained through liaison with COT and other techniques picked up
along the way," The Graphics Studio wag uged for maps, graphs and diagrams.

After the OMC report

Cuidance for the Production of DTT publicadions addresses the problems identified in the
OMC report, by presentng some rather limited advice oo the activities involred in

creating information products.
Writing. For incernal publications, ‘in-house writing and editing skills are likely to be

sufficient’; for external audiences, professional inpues - possibly from Informadon
Directorate or an external writer, especlally for technical subjects — may be desirable,
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Proof reading and editing. The people responsible arc advised to ask a colleague
uncoennected with the drafting co “assist with checldng the directness of the message

and with proof rewding and editing,”

Deszign. This aspect is dealt with by a short checklist of guestions (see p133), none of
them relating to the people who should do design work, or the skills and knowledge
reguired,

In practica ...

Various approaches are adoprted in the different pacts of the Department considersd in
this caze srudy.

Anngal Report. This is managed by a small team in Finance and Besource Management
Directorate, who have an excellent knowledge of the Deparcment by virtue of their
contacts with all areas over their bids for budgers, but no specialist training for
publishing, They commission conributions from divisions to a brief prepared by
themselves; editdng seems o involve depth edidng of ‘erganised informagion’, rather
than copy editing of a draft written elsewhere, The team describe themselves as
‘owning the text'. 0 the design side, they work with Communications DHiectorare
which prepares a bricf for an culside design agenoy.

Open Govenment. As mentioned carlicr. the member of stalf [ Information Services
in charge of the start of the programme had to decide on the initial products becansze
of the short ime-scale. In planning them, D77 Externad Forrits. A best practice guide was
uscd; this advises originators to provide a brief provided o which a specialist can work.
(The Guide places strong emphasis on the fact that the major cost for these products iz
borne by those who spend time understanding and completing forms; and it advises
"Allow plency of time for consulation with designers and the RO and for the form to
be (esied and printed.’)

Today (1998), there is onc leaflet for the public on the Departiment’s administration
of the Code of Practice on Access Fo Government Information, togetier with instructions and

guidance for staff on the Department’s electronic TeamPorum (Sce pl 6],
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Managing in the ?0s. The staff responsible for this programme operated a policy of
outspurdng both writng and design, The brief and specification for products were said
to be based on preliminary research (who did it was not specified). The products were
moathy written by academics, engineers or consultants, and then ‘journalised” by
ourzide specialists, on the grounds that competent in-house writers were lacking. Two
or three companies provided professional services for most of the products; they had
what was described as a ‘partnership relationship' with the in-house staff responsible.
who were described as acting as “facilitators’. The later transfer of the core products ©
the DT web gite was handled by an cutside contractor.

Export Publications Unit. The situation at the stare of this study was that the Writers
of export publicatons were mainly efmployed in FOO averseas poscs, writing to a brief
conveyed im better form. Staff in the Export Publications Unit edited boch content and
copy; they were responsible for checking consistency, sequence and level of detai] and
interagted with authors and the market branch in the course of editing.

They were not formally trained in either edidng or proof reading. A professional
libraran supervised plapning and edicing, because chis was regarded as an information
professional's job, The editing was done by untrained clerical staff. The Unie did not
undertalking much tormal design consultaton; deslgn decisions were said to go back to
those taken in the days when the COI's services were used. The Unic cended to use a
small group of printers; it was reported that while there was a specification,
instructions had come simply take the form of *do it like the last one'.

By 1998, there had been a good deal of change. The Unit was responsible for
commissioning and evolving certain kinds of material, including an Internet guide for
export. Websites for Exporcers'). for which they arranged production, design and
phatopraphy and controlled distribution. For other publications they had a co-
ordinating role, described as manaping information, organising and encouraging best
practice. They used consultants to assemble informacion for publications, which was
then passed on to posts and desks for “promotional working'. Copy came back to a six-
member editing team in the Unit, who, while now graduates rather than clerical staff,
lacked any professional editorial expertise or background. The editing was confired to
copy editing: they seldom rewTote anything, and then only after consultation with the
origlnators, The only rraining was in-house and on the job, with some use of manuals
and documentation for reference, The Unit had tried some use of free-lance editers, but
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had not found i€ very satisfactory, They were now plapning to oy agaim o build teams
of outside editors on a long-term basis, and a publishing consultant was due to start a
project to help the Unit towards becoming a professional publishing enterprize.

The manager of the Unit had also praduced a remplace of standard informauon
elemencs for the Hiats for Exporters range of products, as a framework for the originators
to werite Into’, Design work 1s outsourced; the selection of designers is made jointly
with the market desk which will promote the publicacion.

Emall and Medium Enterprise Directorate. AL the start of this study some major
publicacions, like the Anngal Kepert on the programme, and the Guide (o Help 51 Small
Firtrs, are written and edited in house, with ocutside design and producton, as were
soine smaller products; others are wholly coeabed outside. The vicew of the manager
responsible was that it was important to give staff oppormunities for development
through responsikility for wridng and editing; 'although there's a lot of anxiecy, if you
do it yourself, the payback is rremendous.” In-house writing of most products continues
today; the reasoning is that since the content deals malnly with regulations, the stafl
time in that would go on briefing outside writers and checking the cesulls is better
spent an doing the job themselves and using cheir expert knowledge of the subject
matter direct.

Work wirh design groups invelves the selected group from the start. and cthe
orginators work closely with them, to a brief prepared in house, On smaller items, in-
house staff discuss their own ideas about lavour with desigoers, and take their advice

on their feasibility.

MINTE. Miternal design decisions on type faces and colours were taken by the staff of
the Unat, who also supplied internal products and training/briefing for the people
elsewhere in the Department who contribute data to the end product. The main
proeduct for this purpose was the MINIS Handbook . which set out che process and
timetable, and gave ingtructions on completing che forms (these are hased on returns
for the Christmas Policy Dicectorate = Director, Scrooge, supported by Marley, Cracchit
and Fezziwig), At the dme when the Handbook was circulared. a geries of seminars was
rum for the staff most closely concerned. Similar armangernents operace now chac MINIE
has been replaced by RAM; the MINIF Hardbook bas now become RAM Gutdence, and s a

much thinoer domment.
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Publicity Section and Publications Linit. When this case study began, the Publicity
Section was managed by a member of staff with previous experience as the manager of
a printng department in a manufacturing firm, With changes in organisational
structure, there is now a Print Procurcetttent Unit, with two staff, whick i3 part of the
Department's Publicicy Directorate (35 staff); the Unit reports to a member of staff with
previous cxperience as the manager of a commer scial printing company.

In the Publicatdons Unit, following the recommendations of the OMC report, the
principal expertise was and is in information management and in giving ‘signposcing
and value for money advice'. Signposting includes information about appropriace
sippliers of professional zervices for different kindsflevels of publications, but, as some
instances quoted here make clear, the eriginacors do not necessarily go either to
Publications Unit or the Publicity Section.

The technology wsed for information products

AL the time of the OMC review, desktop publishing was an attractive innovation, which
was being heavily promoted as the solution to all kinds of publishing needs, and being
naively accepied as such in many organisations. wich liccle appreciation of the
economic implications or of the need for design skills to make suecessful use of the
technology. The review found that in the Deparmment desktop publishing was currently
limited to specialised areas (ie the Information Design Team and Graphics Studio,
which were using Macintosh systemis], but that some staff were using less sophisticated
sofiware, for which less cost justification was needed, to produce publications in-housa.
There are arguments against this — not anly related to training and staff time, but
that thare is a risk of Directorates developing further ways of producing
publicaticns "in-house”. Alsa, wa beliave that ¢n the surface DTP systems appaar
wery attractive but, afthough they are user-friendly, such systems require
substantial training and have very lengthy leaming curves. They are also
assentally a tool for an exparienced designer and without extensive use ara

unlikely to be cost-effactve.
These cautions are repeated in the Guidance, which tells users thar if rhey have DTF

and cap justify using it, they should consider dolng so, but before deciding, they should
be aware of the costs of proper craining and other hidden costs,
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In practice ...

The advice about desktop publishing appears to have been taken to hearr. Criginadon
of almost all produces for external distribution s done in-leuse dsing ward-processing
software, and the remaining stages of production are contracted out The level of
sophistication varies according ©o the function of che product. ranging from fourcolour
work for prestire products associated with mapor prograimmes, 0 high-resolubon laser
print masters which are used by priniers with DooaTec systems bo originate goeod
quality photocopies for export publications.

Produces which are primarily for internal use, like MINIS and its successar RAM, use
rechnology ar a deliberacely simple level, excending to no more than word-processing
and a spreadzheer package, fogether with simple graphics for organisation charts.

The presentation of information
The findings of tha OMC report

Many of the external poblications 2re produced . to highly prefessional
grandards. There are, hawever, a number of publications which author
Directorates circulate without the benefit of expert advice; where value for manay
eangiderations and the public image of the Department are not adequately
considered and where the standards of quality and prasantation create a poor

image of the Depantment and work against its aims.

While most staff were found to be aware of some aspects of consistency of
presentation, such as the logo, there was very little understanding of the cffect of
presentation on how others perceive che DTI. It was difficult for Informaton Directorale
to enforce standards, even through they had someone with responsibility for this,
Examples were found of publications for high-profile audiences where the quality of
presentation was poor, and of others produced to more expensive level chan necessary .
Staff 'meed to attach a value to what they produce before they can actually decide cn
the quality of the praduct . what chey may consider to be an expensive product may,
im fact, provide value for money...'

Problems of attaining/maintaining srandards of presentadon alse arss from

devolved budgeting = people were gaid to think chey were saving money, whereas in
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fagt chey were getting poor performance out of their products: the report commented
in this connection on the “conflict between freedom of choioe and maintaining
standards.’

It appears that some years ago, the Department, like many organisations, invested
in the secvices of corporate idencicy consultants, and acquired a multi-volume house
style manual which went the way of mest such products - in the absence of an '
police force' with powers of enforcement, the identity underwent simplification,
dilution, diversification, and ultimately oblivion. This is pechaps ssmptomatic of a
general cultural problem in organisations where power is delegated without clear
specification of who is responsible for what,

Omn internal products, the OMC review found thar often people bringing them o
design professionals had already made up their minds and were unwilling to change
them in the light of professional adwvice.

In practice...

Discuszions in the early stages of this study with the ariginators of the information
products covered by it showed that they adopted a variey of approaches to the issues
raised by the OMC report, and to the puidance offeted by the Publications Unit. This is
evident from the remarks of both the originators themselves, and the professionals
whaose jobr it is to provide advice on presentation.

The Guidince for geoductéen of DTT Publications issued in 1994 by the Publications Linit
asks ordyinators of publications whase design and print costs are likely to cxceed 1500
to consult Information Directorate (now Communications directorate} for advice on
desipn and production, and suggests that advice should also be sought on publications
helow those limics, aithough this is not mandatory.

Accounts of the situadon in the early stages of this study varied acoording to their
point of origin, On one hand it was reported that some divisions did not bring
publications to Information Directorate early enowgh, and that nor all divisions
followed the approach set out for produclng rationales, etc. On the other, the word was
that, while Information Directorate was responsible for a ‘Guide to Consistent
Pregentation’, more help could he forchooming in response to questions aboue its
application.
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The Cuidance for productisn of BTT Publications offers some advice on aspocts of
presencation. 5o far as writing is concerned, in-house authors are recommended to
adopt a ‘Flain English' scyle, summarised in this advicoe;

# Al 0o keep sentences down to less chan 20 words

+ Try to avoid technical, [egal, jargon and foreign words, unless the publication's
message relies heavily on sach content ...

« Heaep the use of passive verbs to a minimum

s Tty to put vourself in che reader’s place: will he or she understand the message as
vou have drafied i0? do unavoidable terms need explaining? Could a new procedure
be better explained with flow cliares?

Dwesipn is covered by a checklist of questions. some relating to the stare of the

process, and the rest to the point when design decisions have been made:

« Doesit need to fit an existing series?

« Will your publication have to competce?

« I3 there a standard format to which ic will have to conform?

a  Does design complement the words used and is it capable of being printed by a cost
effiective process?

+ Docs the design meet the Deparbment's rules on consistent presentation?

Az rhis study ended. Publlcalions Unil was about to put the guide o producing
publications on to the intransr

Annval Repart. The team responsible for the Annugl Bepert undertake careful planning
of presenfation within the constraints imposed by the dual readership of Parliament
and business, and by the need 0 match the way in wWhich estintates are presented to
Parliament. Like all Annual Reports of government departinents, the I¥11°% is jointly
published with the Treasury, which sets detailed standards for core content. The
briefing to contributing divisions at the start of this study vsed a pro-forina checklist,
which asked them to start each chapter by linking the actvities they reparted o the
Department's objectives, and then to show how their work addressed the objectives.
Recently che conent requirements have become more detailed; each cliapter gives an
overview of the relevant budget and the previous year's ouc-turn, bogether with
information about performance in achieving objectives and abaut highlights of the year.

|155]



Caxe seady The Department af Trade and Incidtey

Managing in the ®s. A ‘Literature Task Force', consisting of represencatives with
expertise from different sections and a variety of levels, was said 1o be respansible for
planning producrs, and "positioning’ them. The approach to written presentation, with
its reliance on specialists to “journallse” texts produced by outside experts, has already

been menticned.

Export publizations. At the start of this study, as mentioned earlier, Export
Publications Unit was devoting comparatively little afrenton to the presentation of its
produces, being usually content to instruct printers o follow the style of the previous
itemn im a series. With clarification of its remit to make it clear that information
products should be chargeable and in consiscent series, by 1938 the Unit was paving
closer heed to presentacion. A new format and style had been developed; as menboncd
eatlier a templace of standard elements o guide orviginators in the structure of contenc
had been produced for the Hinds for Exparters series; and the use of campaign logos was
encouraged, to identify products with the brand of the relevant market desks

The catalogue of export publications was singled out by staff as a product needing
attenton to presentation. It was said to need research on arrangement which would
allow easy access; the professional librarians working in the Export Publications 1nit
were reported to be trying to set quality standards in this respect. By the end of 1933
the prinmed catalogue had been completely revised (its arrangement and the
presentation of data on publicadons is very different from that of the main DTI
cifalogue), and the text was also available on the Department’s web gite.

Froduction. The OMC report drew attention to some ill-informed judgnents about
print-runs, and aboot value-for-money options for producton. When this case study
began a variery of practice prevailed in how originators set about making and carrying
through production decisions,

When originators followed the recommendations set out in the Guidance for
production of DTT Publications and came to the Publicity Secton for procurement of
information products, the specification and schedule were drawn up jointly by che
originators and the Section, An invitaton co tender for a re-design of the Guide to Relp
far Smal? Firms , for example, quoted from the resiles of research among users [ee ple1)
in requiring ‘clear hold layout with highly legible text', sase of access, and re-cycled
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papeer, The design groups contacted are required to submit visuals of cover style and a
sample double-page spread, and an itemised cost estimate covering ‘preliminary
styling’, formatting text trom a word processed disk, preparation of illustracions,
camera-ready arowork, print specification, and liasen with e printer (all within 6
dawsl),

Export Publications, in concrast to this example, maintained its own contacts with
a small group of printers, and prepared its own specifications for the jobs it entrusted
to them - though, as noted above, these appeared to be fairly minimal in the case of
produces which form part of a series whera the princer had already handled earlier
items, Disks prepared in-house using Waord Perfect were used to generate a high-
resolution laser print master, and this was supplied ro printers who vse the DocuTec
system 1o provide high quatity photocopies; they also did che binding. Export
Publicatons Unit now (1998) uses deskiop publishing software on pes for in-house
typeseting of the products for which it 1s responsible.

Typesctting was normally handled by the designers comumissionsd for the jobr, an
the basis of text files provided by the originators. This continues to be the case, and
printing is usually sourced through the Print Procurcment (obligatory for jobs costing
over E1500),

The print team maintain a database of printers setfing out details of thedr
equipment and capabilities, and the Department's practice is to go out to competitve
tender for print production lexcept for Parliamentary publications which are produced
through The Stationery Office].

Digtribution, As noted earliet, the feature that gave most concern in che OMC review
was storage and disrribution of external publications, which were found to ke
discribuced from many different points: rationalising distribution therefore became one
of the main rasks of the Publicatdons Unit set up following the review.

By Ll linal stages of this study, while much had been done, the problem of
multiple distributon points was an intractable one. & new contract for distributicn,
placed at the beginning of 1998, had replaced throe previows contraces; while it was
working well it was said to be still undermined by individual management anits who
failed to realise the effects on wouldbe purchasers of their publications of having to
deal with a variecy of phone numbers and sources. Less than bialf of the tocal number of

Deparonental publicatons were available through cthe DTI Publicmtions Ordecline run
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by the contractor. The situation was compounded by the fact that the contractor's
database covered only those publications which chey themselves handled. and
therefore did mot colneide with the fully up to date database maintained by the
FPublications Unit, and published as OIT Publications i1 Print which was receiving many
inquiries from potental purchasers asking about D11 piiblications not available fram
the Orderline. [The printed catalogue is an excellent product, arranged by subject, with
[ull details of where items may be ordered from, and a very thorough index.)

Testing, monitoring and evaluation of information products

While the OMC Report recommended that at the initiating end of the process
manazgers should carry out a detziled investment appraisal to asscss whether proposed
publications are likely co produce value for money, it 5aid nothing about following it
thyrough after publicacion,

Thc Guidanes for production of 077 Publications produced by the Publications Unic,
however, does make some suggestions. [ts only recommendation on pre-publication
testing is that colleagues should be asked to help wich proof reading and editing in
order to check text that is difficult to understand [the Unit's manager said at the start
of the case study that pre-publication testing was alse an oprion, but one which had
not so far been taken up by divisions),

On post-publication monitoting and evaluation, however, the Guidance provides
decailed advice: "Bvaluation should take place ag a matcer of good management
practice’ though it is necessany only for products where design and print costs exceed
E15,000. Evaluation is recommended six months after the first issue; che date should ke
fixed when the decision to go ahead with a publication is confirmed with the
Publications Unit. In order to get maximum benefit from expericnoe, the originaors of
publications need effective procedures for initiating an evalnation and for
diszeminating lessong kearnt, The cost/benefit appraizal information assembled in the
initial stages of planning pradicts should form the starting point for post-publication
evaluation. The Guidance ackmowledges the probletn of “specifying the baseline against
which to compare the cutturn'; it could be the outcome expected when the criginal
decision was made, or what would have happened if the preduct had not been izsued.
It prowides a checklist of points to consider in assessing ‘whether the publication has
been successful in reaching its target audience, meeting your objectives and providing

value for money':
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s Owerall cost, external and internal

s Did it meer e proposed objeclives and targecs?

¢ Dvid it reach the intended audience? ¥as the distribution lsC accurae?

» What responsefeedhack was received? I3 a survey of recipiencs necessary?

v What lessons have been learned for nex Wme? What action should be taken on

them?

In practice, there seemed to be comparatively lictle action on this advice, By the
end of the study, it was reported that a few originators of publications actually made a

cosrlbenefit analysis,

Annual Repart

Prepublication comments arc sought within the Department before the report 15
finalised. So far as outside response to the end product is concerned, a covering letter
from the President , asking for comments, apparently brovughe little response. Tha ceam
responsible for the report checked the views of che Select Committes in 1994, and
reported a continuing dialague wich the Commiftes and che Treasury. They alsa
exprassed a wish to know moce alout how people used the produce, but ic appears that
no specific agrion has been taken since then to Gnd oL,

Dpan government

The member of staff respongible for the initial produces did some informal initial cesting
by asking people in the Inguiry Unit if they could tnderstand the forms and what they
themselves had to do with them. Sensitve divigions also prereviewed the application
of the code for themselves, The person responsible saw cach case that had been Faised,
and discussed it with kaison officers in the divisions concerned, so as to build up
information for future wse in roviscd products. A review was planned after 6 months, (o
gather feedback on how the initiative had been used. This included lobbying thosc
orFanisations which are most aware in thiz area, and an ongoing review of the claciey of
products.

The situacion at che end of the study was that an annual peoll of Open Governinent
Liaison Officers in the Departnent’s Directorales was carried out, to assess their views

of the guidance putl out by the Open Covernment Unit; at the last poll over 3 per cent
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had reported that they were satisfied or very satsfied. The Unit angicipated that the
recent move to puttng Open Government pages on MANDRIN would increase user
satisfaction.

Managing in the ?0s

An advisory paned looked at the programme as a whole at an early stage. For marketing
and business planning, test macketing through 4 uzer panel of 3 or & people was used.
Some pro-publication testing of fornats was done o1 occazion, and a contractor
undertook two surveys on the responsc of companies (o the literature associated with

the programme.

Export Publications

It was reported atc the start of chis study thar ‘no proper studies of users’ have been
made. The Overseas Trade Service carries out a survey of purchasers, but not of
publicarions.” There was no formal pre-publication testing or post-publication
monitoring, By the end of the smdy, the Marketing Strategy included post-publication
testing {telephone survey by an external research company}, and a response form had
been introduced for che Hints fo Exporters,

Small and Medium Erterprise Directorate

The then 5mall Firms Directorate {now Small and Medium Enterprize] commissioned an

axtansive review of publications through consultants in 1954, The objecrives were to:

s Determine who the divisions customers arejshould be

s Ohbtain views on current publications

« Highlight any information gaps

« Establish where small firms lpok for help

»  Guide the extent to which the Directorare's publications should inter-relate with
other OTT literature

The categories of users approached were small businesses, DTITEC/Bosiness Link

cxecutives, intermediaries and trade associations. and Scottish businesses,
intermediaries and OTI executives. The research was based on a combination of focus

e
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groups and depth interviews. The main fndings from the focus groups of small

bizinessaq were summarisad in chese terms:

The majoricy view was that the publicadons were wseful, relevant and easy co read
The most popular was Uhe 0ne on $etting up in business

Users were not aware of the full range of publications. while non-users know
nothing about any of them

There wag some cynicism about che extent of the help available; publications were
thought te raise expectations too high

Users wanted cconomical production; they disliked ‘expensive, glossy brochures and
packs', and they disliked an 'clement of propaganda’ in some of the literature,

They wanted the produces to address their subject in 'as bricf a way as possible’,

Findings from the interviews with executives of the DTI, TECs and Business Links,

and with representatives of trade assoclations and intermediaries indicated that:

There was confusion about publications emanaring from the SFD and other bodies in
the field
Very littde [ecdback was received from users on the usefulness of the literature

More precisely targeted products, for example for starf-ups, were seen as Deccssary.

Features which users applauded in 5FD publications:
'‘Concise yet comprehensive'

Cheap to produce

Helpful flow charts

Useful lisis of organisations, publicatons, ctc
Two-column format

lossaries of terms

Things they did noc like:

Misleading ticles

‘Prapaganda’

Expensive to produce

Products inappropriate for target audicnoe
Tooe many sraphics that contribute nothing
Products that gloss ower difficulbes
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Action in the light of these findings was primanrily in the form of more focus groups
and more pregesting of products.

A further evaluation of publications was commissioned in 1997, by which time the
range of publications had been extended and the content had changed significantly,
while demand for them had also increased. (The current “suite’ of 24 publications
includes the ‘small firms' family of A4 booklets; a series of Employment Rights
Factshects: a wallchart-cum-brochure on Setting up in Business; and a sponsored set of
two booklets and a wallchart on Bertet Payment Practice.]

The main weakness that coerged was lack of awarensss by porential users of the
range of publications available (a repetition of what the earlier survey had found) -
there appeared co be no formalised marketng strategy for the products as a group, and
no facilicy in the curtent database of purchasers for notfying customers of new editions
of products they had purchased,

Respondents contnued to appreclace the comprehensive content and sucont
presentation of the publications, and agaln suggested that two distinct markets should
be targeted: start-ups, and established businesses. They wanted a distinctive family style
for series, 50 as to give them a “brand” (something that is already in progress), and
recommended that the paper sperified for publications should take inte account ease
of reading.

The current publications for small businezses look as though the Directorate has
taken to heart some of the complalnes from the 1994 survey; they are factual in
content; ‘propaganda’ and misleading Heles seem to have been dispensed with; and the
graphics — with the exception of an outburst of magnitying glasses in two booklets on
franchising — are relevant The style continues to be clear and businesshie.

Businaszs Link

With regard to che DTTe association with Business Link, the view was expressed at an
early stage in the existence of the Business Link initiative that there would be no
central products and no “national voice' to counterbalance the deliberately chosen
approach of local partnerships with the central DT function. The simation changed in
19937, when the Business Link Network Company was set up with the functlon of acting
as a national woice. Up to that point the Business Link products had all been print on
paper; the astablishment of the Company marked a change to electronic delivery of
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produces via the DTT welr gite, The DT staff involved have recently reviewed how the

system works, from an information-management perspeciive.

MIMIS

The scaff responsible for the system were aware that it waz necessary co make sure that
these for whom it is intended saw icas a 000l which they themselves could wse, While
there was oo formal external evaluation, at the end of each round those maost closely
invalved were asked for feedback on their experience of using it, and for suggestions o
improwve ic. A review was carried out in 1995, partly in response to coOmMments received,
and parily because the staff responsible for BMINIS realised chac the system was
becoming "ron cumbersome and unnecessarily bureaucratic'. Substantial changes were
made a3 a resulc; when MINIS 96 was launched, Management Units were asked to
complete only 4 forms instead of the 17 in the previous vear, A working parcy of staff
most closely concerned with work on MIMIS was set up atter MINIS 96, and minor
changes aimed at making the forms easier to comnplete were introduced for the
followring year.

With the change to RAM, the originators will contnue oo review the process each
year, consulting management urirs and the OTT finance community, before advising
the DTI's Management RBoard in July on propasals for the next round. The new BAM
process (itself desizgned in consulcation wich the Management Board and management
units} reintroduces some of the more detailed informaton requirements which
featured in MINIS, although there are now only four forms, and a number of
information requescs have been deopped. Criven that BAM now covers programme as
well as running-coscs expenditure, there may well need to be further changes to the
gystemy to get it eight, and these will be considersd in the anpual eeview.

This concludes die survey of how a representative range of printed prodocts are
managed in relabon to the criteria recommended in che OMC report on OT1
publications which has formed a baseline for the present study. ¥Yhile at thee start of
the study origination and management of some aspects of the products was elecronic,
the output available 1o the users was primarily traditional print on paper. Over the
foursear period covered, however, there has been 2 movement — slow and pechaps
reluerane at flest, but rapidly gaining pace and imperus = towards presenting final
products for both external and internal users in electronic form, through the vehicle of
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the OTI's already extensive web site, and the intranet which is in the process of
develgpment. These initiatives, and their effects of how informaton produces asa

whole are regarded and managed, form the subject of the next secton.

Toewards elactronic information products

Here we have to look at a combination of a largescale, long-term investment in systems
and IT {ELGAR), development of a wehb site from scracch, initiatives growing out of an
earlier office automation system [OSPREY], and moves towacds an intranet,

Taldng the process chronologically ;

O3PREY
TearmPorum
MIMEEVA
Web site
MANDEIN
Electromic forms

Internal guidance preducts — TesmForum and MINERWA,

As mentioned earlier {see pl45) OSPREY was nreoduced between 1993 and 1995 as the
basis for the DTT's internal electronic communications. The first developrnent within it
for maling short-term puidance material available to staff was the TeamForum
application. The main presentation of information within TeamPorum iz a list arranged
by a numerical code, with the alternative of a subject arrangerment, It wags designed
solely to be accessed on the inifiative of users, and has no facilities for selective
diszemination of parficular kinds of information according to work TCUITEenEs,
Within TeamTorum. one specific product = MINERVA —provides information abour the
activitles and statements of the Depaciment’s minizters,

Internal forms are an aspect of information products which play a large patt in the
life of government organisations, Up until 1993, the DT had a central forms unit.
responsible for the review and design of all internal and external forms. An initiative in
1997 in connection with the MANKDRIN project described below led to the development
of an application for accessing and flling in internal forms en-screen. The staff member
responsible started by analysing some 80 of the main forms in use, a process which tosk
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18 months. The design of electronic versions used JetForms seftware, and each form was
nger tesped hefore heing added to the FORMS application. Unfortunately there was no
previous decailed evaluation of the costa of printing and storage of paper forms or of
stock wastage when forms were changed, so there was no possibility of identifying
what must have been major cost savings from the electropic version. The FORMS
application can be accessed on screen either direct from its own icon or via MANDRIN
tsee below) - the applicadon which forms the nucleus of the developing intranet. The
fop soreen gives access to a list of categories of forms, from which a category and then a
specific form can be gelecosd. Each form has ics own user information, and where
appropriate clectronic calculations built in. Users have the option of holding commaonly
used personal details, eg their name, Directorate, bank account number on theic own
pc, which can then be loaded direct on to any form that requires them, Automatic
validation of forms is provided for. Once secure electronic signature have been
developed, and data are cransmitted and processed electronically, the whole chain of
transactions, for example from Alling in a trasel ¢laim form to payment of che
reimbursement into a bank account. will be electronic,

The desipn process got off to a shaky start, with the employment of o contractor o
undertake design and coding, which was unsuccoessful because the contractor lacked
knowledge of DTI processes and mainly simpiy copied the format of the old paper formms
without consideTing improvements to the processes to take account of how the
features of the electronic forms coyld be used ro simplify the completion and
processing of the forms. (The contractor also took over the original landscape format of
the hardcopy travel claim form to the screen version. which creaced chaos for users
Uying to manoeuvre their way around it). The job of specifying rhe exact requirement
of the forms was then handled in-house by a staff member and a student. and they took
the opportunity to improve the presentation of information en the forms, and to get rid
of civil service “archaisms’ in wording [this apparently caused some difficulties with
people wedded to the jargon of their rrade, but encouragement came from a dyslexic
manager of the project whe wanted claricy in language and presentation|.

The forms project was recognised eacly as a quick win, in parricular because of the
Automatic calculations and validation, which could be implemented quickly and
provided an accessible demonstration of savings in staff tme in checking the
raloulations in claims formes. The advanrages of electronic forms will be reviewed as
part of the MANDRIN Post Implementacion Review which is due to take place,
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Meanrime some incterasting results have come from a study of the use of the Travel and
Subsistence form: 35 per cent of such forms are now completed wsing the electronic
version, and the eror rtes with thac version {in which che system, rather than the
claimant, does the calculations) show a reduction of 830 per cent compared with che

manual version.

MAMDRIM and the development of tha DTl intranat

As mentioned earlier (see p145) 3 1994 review of managing puidance, news and
reference information internally via electronic systems for internal communication
identified three kinds of material - alerting, updating and reference, and
recommended wsing the existing OSPEEY system for the first twa, while suggesting that
additional investment was necessary for reference material {essentially manuals which
were not very complex in strucrure and contained few levels of hierarchy).

Some internal information politics were involved at this point from the side of
supporters with something of a vested incerest in OSPREY. A pilot study therefore sce
up 0o test four possible approaches:

1 Full text retrieval alone

2 Browser alone

3 Options 1 & 2 combined

4 A customised document management system.

It was carried through by a combined team of consultants, including the vendors
responsible for QSPREY, working o a project board chaired by a very experienced senior
information manager from the DTE they tested a number of produces and tried them
on the various alternatives. Besides measurement and comparisons, they talked
cxtensively with anthors and users, and then built a systems protofype and got people
to try it. They found that the users preferred a browser-bascd system wich a simple
interface, giving access to full cext documents, At one point considcration was given oo
asking atithors o rewrite guidance material for a screen-based format, but this was
abandoned a5 inpractical in the dmescale of the project; authors needed cxperience of
the new medium before they could take decisions about the best presentation of their
material. By March 1999, however, this was beginning o happen.

The business case for moving to a systemn of this kind was primarily based on quick
access to essential documents without moving from the desk, and the associated time
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saving and risk avnidance [this was particularly in relaton t0 employment law -
ermplovers can be Hable in dismiszal cases if chey fail ro provide all relevant
information, and this was particularly critdeal at a time when the Department’s line
managers were taking more responsibility for personnel matters), It is potnted ouwt that
were the process starging at the present time, an intranet would have been the cbvious
solution and the arguments would have been asoided, The DTUs requirement for a very
secure system, however, means in any case a higher cost in designing for securnty and
impack assessment than would be the case with commerdal clicnts.

The final stage of the MANDRIN project was compleced at the end of 19597, and in
parallel with it the ceam looked at the possibilicy of taking into the system other types
of marcerial such as a direcrary service, regiscry system and CTF ROMS. MANDRIN az
currently (early19%%) implemented provides a strong foundadon of access to manuals
and forms with potential for developiment to take in other kinds of material, and for
links to the Deparbnent’s web site, The intention i further development is to retain
Lhe familiar features and cues which peopic are accustomed o use in looking up hard-
copy material, and to avoid muld-media.

MANDEIN was laonched to a successfitl stars with a high-profilc cainpaign, 5ince
then an Inctranet $trategy Management Board has been taking the intranet forward on a
maore sivategic basis, seeking to move conceptions away from the technology and
towards howr it can actually change wave of working. The Board’s Intranet Management
Group, which implements the strategic thinking, is chaired by the head of e Buslness
Anakeis Teamn, a group which seeks to integrate the elements of information and
imowledge management, organizarional culture, administratve process and the
infrastructure of new enabling technology. A strategy study |may [ have a copy. picasc]
for the Board introduced a strong knowledge managemen: focws, and the Board has
taken the line thac “if we can da the thinking righc atc the beginning, [T will be the casy
par:.” Pilot projects for expanding MANDREN have been identified, and the Board anmns
ro develop a phased approach oo building exemplars of good practice in new
developments with various partners in the Department,

Informatdion content in the proposed devefopment of the intranet is the
responsibility of boch information and IT staff, including ex-librarians, and the Intranet
Strategy Management Board sees its task in part as devetoping the furure role for
information managers, one which will be largely concerned with promaoring
informatian inreractions ameng people. Porenral for a new approach to informarion
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products is seen in this process, through the development of communities of incerest,
with information products focused on what people want to do with information in
their work. In this connection they ace basing thelr study on informadon audits carried
out earlier in a number of management units, and looking at what people seek to
deliver, their objectives, how they use information and the information they
themselves create.

The Department’s web site

Thte DT web site was set up in 19935; the inidacve was from the Department’s side,
there belng at the dme no pressure from industry for ic. Inidally, as a pilot IT project,
the responsibilicy of Informarion Management and Technology Directorate, it became
part of the remit of Communicadons Directorate with organisational changes in 1998,
By che end of 1998, the site was a very large one, incorporating over 3000 pages of
information. There have heen pwo reviews since it was established, and a third review
by a contractor was In progress during the final stages of chis case study; this one was
looking at the strategy for long-terin development, and the first step was to discover
how business and other users percelved the site and what chey expected from it

The site is managed by a staff member who came to the DT to set it up in 1996, He
reports to the Internet Editorial Board, which has general responsibility for overseeing
the site and brings topethar a group of interested middle managers with various
baclkgrounds - policy, technical and operatdonal. The manager's initial role was to
promote the internet within the Deparcment and to encourage pecje 1o use ic; this
role has changed over cime to that of facilitator, helping different parts of the
Department to take responsibilicy for their own areas of the site and to find resources
to implement their ideas. The manager now acs as consultant to them in setting up
and developing their pages; he helps them in observing $eCurity requirements,
understanding the constraines of the technolory, and maintaining their parts of the
gite. Presentations are made tg potential clients in the DTI to help spread good
practice; it is observed that on the whole people are slow o think about different ways
of structuring and presenting informadon electranically, and to allocate the resouroes
necessary to develop electronic versions of material The task of the manager is to
advise and support the producton of weh pages and the transfer to the Internet of
material previously published in print, He accs ag an internal consultant, buc must
work by porsuasion because the costs of intermet publication are borne by the
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origlnaring it within 17T and not by che Department centrally through a central
budget administered by Communications Department, Templates exist to guide
development of web pages, and several web design consultants are used where the
material justifies the additional cost, The manager is aware of the need for contractors
who understand the content and the way 1o which the DTI does husiness: he has
developed links with a number of supplicrs and acts as intermediary between them
and IITT clients; he acts ag contract manager for larger projects and seaks also to
encourage small and medium contraccors.

The size of the sire, and che diversicy of its congent, demand a coherent sfructure
In which the classifled emrchical approach is complemented by alphabetical subject-
indexing {despite the giant strides of the techoology, Melvil Dewey's discovery of the
strength of the ‘relativ index' is stll valid), to help vsers find what they need. The
demand is met in a way which indicates that the Department's informaton
professionals have applied traditional skills to good effect.

While there are people in the Deparrment who are aware of the special problems of
writing for the web - such as the need for informarion ro be selfoontained within
paragraphs, some ‘insticutional reslstance’ 18 repocted among those with tradidonal
roles and skills in print production, as well as more general inecrial resistance toa
development which raises cultural and social issues. A puide t0 creating an effecrive
wieh site has been written and is currenthy (March 1999) out for consultaton with
infernal welr contacts.

There 13 an interesting parallel with the simation described for printed publications
in ong respect devolved budgets allow people to go it alonc and to God their owi
contractors — a freedom which can lead to similar owtcomes bo some ventures imvelving
print.

The initial driving force in the site was the perceived needs of the DTI; no prioty
was origindlly given to being friendly to internet search engines, and oo dea
entertained that people outside might approach it by routes other than those
anticipated by the Departnent. While the home page and indexes are managed by
Communications Directorate, the structure of the site and the character of different
parts of it reflect the structure and culture of the Departrment. While chere is advice
and support as described abowve, availakility of DT material on the web is determined
by individual management units who pay for cheir own pages. and so the site reflects

their resources and their view of the imporcance of the web to their own work, Some
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initatives, like Foresight (business innovaton for technotogy-led sectors) have very high-
class sites; Owverseas Trade Services also has a sophistcared site, because of high level
backing for its development and significant demand from export businesses for
immediate access to very current information, The other end of the scale is represented
by Corporate and Consumer affairs, where the view is that most of the people they seek
to reach, for example individuals with such problems as the inability co obtain credit,
or arganisations like Citizens Advice Bureaux. are unlikely to be connected to the
interner. Thiz iz, of course, changing rapidly, and sipnificant development of the site in
‘comstitner” areas may be anticipated,

The lack of an overall government view of what departmental web sites should be
doing, and how different forms of product using different media should complement
one another wicthin the government communication strategy arc also matters of

COMNCErT.

An avaluation of the present situation

This final section sets out some reflections, in the light of the information gathered,
about features of the findings which appear to have potential For positive development,
and about aspects which may detract from achieving Departmental objectives,

Positive davelopmants

The OMC survey recommendations provided the elementa for 2 sound foundation for
managing inforination prodicts and presentaton, The chances of realising the full
potential were, at the dine of the survey, and when this case study began, limited by
pertain features of the organisational structure and culture, in particular by divisional
autonomy and decentralised decision making. Ower the perad of the case study,
however, there have been some positve changes in both structure and culeire, which
favour better use of information resources and better management of information
products.

At the start of the study, it appeared that the importance of the Department's
informadon resources in relation o decision-maldng on information prodiicts was aot
fully appreciated at the highest levels, but the bringing together of information
management and informaton technology has raised the profile of informatbion
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management and information cechnology has raised the profile of information
management, and browght reropnition of the essential contribaution which senior
information managers make to such projects as the development of the DTI intranet.

The Publications 1nit sef up as recommended by the OMC report has caken a firm
hild on ics tasks; its location within Information and Libeary Services, and 163 staffng
by information prafessionats, has brought eXpertise in Mmanaging information resources
0 bear on the ipanagement of information products.

The Information and Library Service has also taken important initiatives on using
information resources for creating information peoducts - for example the project on
incernal guidance material [page 13). Though the internal products intended to
cotumunicate information essential to doing the job have great potential value -
positive or negative — in terms of working efficiency, at the start of this study such
preducts appeared not te be considered, on cost grounds, to merit any investigation of
their effectiveness | This, however, is an area where positive change is in progress —
stimulated by such developments as the MANDEIN project, where recognition of this
potential value formed part of the business case.

There are sonte encouraging examples of szaff responsible for varkous infocmation
products who take a professlonal approach o such matters as publication planning,
briefing and working with specialist agencies, editorial control, support for irhouse
scaff development in writing and editing. and secking user evaluabon of products,
While at the start of the study, Export Publications {the subject of 2 separate case study
in the OMC survey} had made com paracively little progress in this direction, by the end
it was seeldng to become more professional as a publishing enterprise.

The fundamental chapge in the Department's approach to informalion sysiems and
technrology as entbadied in the ELGAR system will help to create a strong foundation for
the further developient of the DTI web site and intranet, which in themselves are
beginning o bring about rethinking of the whole area of information products and
inforination presentation. In the DL, as in ather case study organisations, coming to
terms with the web and intranet may well turn owt 0o be the most significant catalysr
for change in the way information products are thought of and managed.

At the same dme, rthe change of government has led o a much stronger ephasis
on the presentacion of informaton to the outside world, with keen Interest taken in it
at the highest level, The studics [cading up to the development of the D1 inCrapet
|pages 31-32] are reported to have led. among other things, to the realisation that
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despite the structural complexity of DT, its outside world consists of only a few
communities - something which should also have an effect on the future development
of externally addressed information products,

Aspects in need of consideration

While, as indicated above, positive changes have taken place over the pedod of the

study, there arc s0ll Features of the present situation = some department-wide, some

lacal - which appear likely to detract from the Departments chances of achieving its

ohjectives in respect of value-for-money’ information products, thar is, those which:

= Enable users to take effective action which helps both them and the Deparmieit

# Support the achievement of the Department's objectives and promaote its reputation

+ Save the Department costs and rsks Ot 1 wodlld ineus withour chem

+ Achieve results whose value to the Department's work exceeds the costs of
production.

The negative effects of divisional autonomy in decision making have already been
referred to. as has the opportunity for counterbalancing them by changes in
organisational structure at the top level, with their emphasis on team working across
funcrional boundares,

At present there appears to be no regular conslderation of the whole range of
information products across the Department as a whaole; the OMC review represented a
cne-off attempt. There is currently no one forum which would bring together all the
stakeholders and allow them to logk at the creation and management of lnformation
products ag a business process, negotiace 2 common approach to it, and consider it
development 1n relation to DT stracegy. It is, howewer, possible that the experence of
developing the web site and che Intraner, and the range of associated information
prodiicts — and the cross-boundary collaborarions it is bringing — may lead to the
development of such a forum.

In spite of the frequent references to value for money in relation to publications, it
still seemns that the costs to organisations of products at any Eesel which fail to do rheir
job properly is not tully recopnised, and there s s0ll 2 good way to go in establishing
the true costs and values to the Department of information products. While Guidatce for
production of DTT publications {issued in 1994 and as yet not revised) says a good deal about

value for money and <osts of options ar the planning end of the process, it contains
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nothing about how to yge the projections when the end products are actuatly in use.
Mor was this aspect mentioned in the recommendations of the OMC Report for the
'Management Infarmation System’ to be set up by the Publicadons Unit; although che
Unit's dacabase coday does hold information about costs for the majoricy of (1
publications.

The decsion on whether to follow the Guidence and the other procedures
recommended by the Unit s6ll rests with divisional management. and at the end of the
case study period the Unit was still having to concentrate its main energics in
persuading originators to use the departmental contractor for distribution, keep the
Init informed of their publications, and provide legal-deposit copies.

In some areas of the Deparrment, while there have been improvements, there
continues o be a lack of appreciation of professional skills and the coniribution they
make to adding value 1o informaton products, This may be borh cause and effect of 2
lack of training and development for the people involved 121 all agpects and levels of
information products; there are instances where people at all levels from decision
making and commissioning co editing and proof reading appear to receivie inadeguare
rraining suppore for deing the job at a professional level.

Testing, monitoring and evaluacion of external information products appears not to
be universal, and approaches o it continue to be very variable and mostly low-level.!

The present advisory role of the Publications Unit, and its reliance on the
originators of products taldng the iniriarive in providing informaton about them,
makes it difficult for the Unit to take effective action on many of the factors just
mentianed,

Within chese conscraints, however, there is still scope for uperading the advice
given, The 1994 Guidance for production of D77 publications has many useful features, but ic
fails to tell readers what 1o do with the aswers o the checklist questions abowl
propased publications. The advice on desipn is minimal and fellowing it would present
difficulties to those most in need of help: how would someone with ae experience ot

background of thinking about these marrers decide whether the design ‘complements

e T L L e L T T T L T R P L TR T TP LT PR EREE L CEPEREE R

There is today a good deal of reliable research and practice-based information on
appropriate ways of testng, monitoring and evaluation, from such bodies as the
Comimunications Research nsttute of Avstralia, which deserves to be more widely known in

thilg country.
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the words used and is capable of being printed by a cost effective production process™
Thix is hardly adequate, especially considering the pointed strictures in the OMC report
about how people deal with design. The design area is one where a solution s still to
geel; while the inshouse provision (another instance of 1 service whose use was
optional) was ended in 1996 and all information design is now outsourced, there
appears to be no specific guidance or training on offer for the complex and demanding
task of commissioning design,

It i also disturbing to find ‘Plain English' stll being relied on as the answer (o every
problem in writing. It is certainly a necessary courtesy to readers (o use language in
ways which are as familiar to them as pogsible, but there is plenty of reseatch 10 show
that in itself s no guarantes that the content will be understood and appropriately
acted on — and that 15 the only true test of suceess n presentng information. To quote
from some of the recent regearch:

Thers is a very rzal danger that consumers will be lulled into a false sense af

confidence because a dacument locks well designed and is writtar: in Plain Erglish.

Cormsumers may think that they understand a documeant and know how to use it

wien they do not. As 8 consequence, they may be seriously misled or

disadvantaged..,. Only wser testing provides the evidence that a document is

understandatrle. Sless & Penman (1994)
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Background

The London Chamber of Commerce and Industry was founded in 1881; its aim was then
defined as: ‘to influence public opinion and to influence the Legislature: to effect
reforms that individual efforts would scarcely be powerful enough to bring about.’
Throughout its history it has been a membership-oriented body, and until
comparatively recently it has operated in the tradition of the period in which it was
established, exercising a representative function in response to outside factors rather
than taking initiatives or setting agendas.

An independent private company limited by guarantee, the Chamber is run by a
combination of honoraiy officers and paid staff (the number rose from 95 in 1994, at the
start of this study, to 110 in all by 1998), headed by a Chief Executive. Its 14-member
Board consists of the honorary officers and the Chief Executive and Secretary, and
members drawn from firms which subscribe to the Chamber. The Board acts as a
management board responsible for financial oversight and resource management. The
Council is a larger body, with a number ofVice Presidents and ex officio members,
together with elected and nominated members: it is responsible for external policy,
and for representation. In 1994, the Westminster Chamber of Commerce merged with
the London Chamber of Commerce and Industry, and three years later the Chambers of
Commerce for Hommersmith & Fulham and for East London took the same step. The
total membership at the beginning of 1997 consisted of over 3000 businesses.

The main services offered to members are defined as information and contacts -
covering export advice, training, information services and events; trade missions: and
representation based on research among membership in order to present their views
accurately. Information products are therefore potentially of great importance, and
they account for a sizeable proportion of the Chamber's expenditure: salary costs
related to information products together with print costs account for 0.07 per cent of

the Chamber’s total revenue expenditure (1998 figure).
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Key objectives and strategles

The Chamber's current mission statenient is a brief one;

7

To helo Landan businesses succeed by promaoting thair irtergsts and expanding

Their oppartunities 2a members of a warld-wide business netwark,

The 1997 kev objectives, derived from the Corporate Plan strategic aims. were:

To reduce the current resighaton rate -a major cause of concern to the Chamber
since the merger of the London and Westminster Chanibers

Tao review, enhance and re-package Chamber services which offer business
opporcunities o members - in 1996 the Chamber set up a Business Opportunilics
Group to infegrate current activities, and it zimed in 1997 to develop further
integration and exploit the [nterner for this purpose

To identify key custeiners and Intreduce account management = 4 review of
member services recommended further investmment in the Chambets informadon
gystems, 's0 that we know more about the interests and activities of our cuslomaers
ard the use made of our services'. This objective is directed towards using that
information fo foous on major companies,

To Inerease medla eXposure by 50 per cenl and establish the base line for tracking
recogoidon of LOCL a5 the principal wodce for Londoon business - steps towards chis

included an annual independent sumey [0 investigare awareness and impressions
af the Chamber.

To achieve BCC Accreditation - in 1996 the pational organisation of Bribish
Chambers of Commerce {BOC) was converted into a natonal network consisting
exclusively of Approved or Accredited Chambers, Full Accreditation now requires
achievement of investors in People status, and this was Deing soughe by the
Chamber, whese 1598 business plan included a commitment (o developing ics
human mesources,

To negotiate with other Chambers of Commerce cowards achieving a new

integrated movement in London,
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+ Toconclude a pan-london agreement on Business Link's! commirment to growing
membership of London Chamber.

Thie 1998 objectives were £o:

s Grow membership by 9 per cent excluding mergers

« Complete the establishment of a database of customers and their use of Chamber
gervices (achieved by the end of 1998)

» Have at least half the London boroughs covered by the new integrated Chamber
structure

» In¢rease by 15 per cent the frequency of LOC] mentions in the London and national
media (achieved by the end of 19948)

»  Create corordinated customer aceess to internadonal trade services [achieved by
the end of 1998}

s Introduce cross<Chamber knowledge management [achieved by the end of 1998)

Retaining its traditional control over its own destiny, the Chamber aims to be
independent of government funding. In offering services to members it aims at a core of
basic produces for which there is a stable demand, which are relevant to sectors strong
in central London, and to both large and small firms, and which are easily accessible
and delivered in a professional way,

Organizational culture and structure

During the period of this study, the organisation has been in the process of fairly
radical change towards a high level of professionalism, and a pre-active rather than re-
active ethos, It i3 seeking fior a change in ¢he role of the Board vis a vis management in
the direction of mutual suppart and ‘clear and agreed roles and responsibilities”,

1 A DTI inidadve for bringing tegether local sources of buslness help and advice at a
single location, Especially aimed at smakl businesses, the partners in them are Training
and Enterprise Councils (TECs|, Chambers of Commerce, local authorities, enterprise
agencies, CBI, etc). By 1998, the LCCI's Information Centre had established a service
lewel agreement with Business Link London, which no longer had informaton scaff,

e




Case study The London Chacnber of Commerce and Industry

A human resources policy for statf is directed towards professional management, a
‘gelf-critical approach to work® planned training, and sound personnel procedures;
steps in 1997 towards Investors in People accrediration have led to annual
decermination of persenal objectives, linked to identification of training needs.

Emphasis is placed on inter-team exchanges, on moving awiy [rom sharp functional
divisions, Lowards a “process” orientation (for example in seeing membership retention
as a responsibility running across the whole organisation], and an organisation-wide
view of the use of information and information techinology in meeding organisational
objectives. The hierarchy is a fairly flat one, and the cultyre is described as being an
gpen one, in which pesple on whole are good al shiarlng whar they know with one
angther.

The management group insricured in 1993 was based on a ‘team’ structure; this
orlginally consisted of teams for Membership, Finance, Resources, Chietf Exccutive,
Information, Events, World Trade, Eurepe, Export Documents, and Policy and Besearch.
One of its main concerns was the development of a marketing strategy. Previously no
one person had responsibility for marketing; in 1997 it became the responsibility of the
head of a team covering Membership and Marketing. Towards the eod of the case stuedy
period [1%497/98] the Chamber's policy was increasingly driven by markeling and
membership. in response to a strongly competitive situation. The membership team in
particular was renewed and drew in staff with a wider range of experience. Other
changes have led to Policy and Research placing a greater emphasis on Issuerelated
investigations {eg on che effects of the proposed privatisation of the London
Undergrouand).

After the team srructure was established, a Stracegy Group was introduced a5 a
link between the Board and the Chamber's management; a subset of the Manageinent
Teatn, it camaisted of the Finance Director, and the Heads of Membership Senvices,
International Trade, Policy and Kesearch, and Membership and Marketing. In 199738,
the Management Team became an Operations Team, with its own detailed seracegy.
and a role described as that of che “engine of the Chamber”, complementing the role of
the Strategy Group, which concentrates on creative thinking about longer-term issues.
Each has repressntation at the meerings of the aother.

Involvement in DTT initiarives like Business Link and Regional Supply networks also
brings a change in rale and adds oo the external stimuwlus towards changes in
organisational culture, while the 1994 merger with Westninster Chamber of
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Commerce, and maore recent mergers with other Londonsbased chambers. imported a

new element of internal organisational culture,

Information resourcas

Despite the acknowledged importance of ‘informaton’ a3 a Key service (o members,
there is 4% et 0o agreed definition of information in terms of the Chamber's mole,
though it 15 seeklng (o move towards a clearer understanding, embracing the concept
of 'knowledge resources” in the sense of the expertise embodied in export advisors,
experience of customs and trade procedures, etc. Further progress in this direcbon
calne from an initiative by the information team in 1997; in puttng topether their own
objectives, they included knowledge management among them, and presented a paper
to the Board which led to this being accepied as an objective for the Chamber as a
whale. The arguments for it were based on the large amount of specialist knowledge
embodied in its ceams; the expertise which new staff members bring in and which
should be made accessible; and the knowledge in the minds of long-sfanding staff,
which should be safeguarded from loss when they leave. In contrast te Uhe technology-
centred approach to knowledge management of many organisations, the Chamber sees
pecple as the focus and technologry as a support to help them use their knowledge
effectively. A Imowledge audit was bring planned in the swmmer of 1998,

Resources of information are distributed throughout the organigaction in ways which
reflect the varions functions it performs.

Tha Infarmation Centre

In carlier years, the Chamber had a business library whose origins dates back te 18%0. Az
membership declined, its staffing was cut in the interesis of economy. Among the
changes if Tecent years, however, there has been a significant invesiment in qualified
staff and the development of an Information Centre, incuding a library, under an
experienced professionally qualified manager. By mid-1998, the LCCI informarion team
vonsisted of 12 scaff, most of chem qualified information professiocnals, [13 1998
chjecrives included:

» Organising a kmowledge management day for LCCI stafl

v Dwveloping, launching and promoting a market research service
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« Devealoping, in conjunction with [T, networked deslitop internet and online modem
access for the research team

v Carpying oul an informaton awdit of all ceams, with guidance from Personnel, to
identify the LECT's information assets, and incorporating an internal knowledze
database in the library management system,

»  Increaging the proportion of member companies uging the Informacan Centre from

2% por cont to 35 per oont.

e of its major casks in 1996/97 was o get an idea of the informarion needs of the
whaole membership, as a basls for designing appropriate services. Users of the research
services of the information service af present represent @ quarier of the total
e berslip, and the service in mid-1998 was handling 30,000 inguiries a vear
undertalking a total of 4000 rescarch projects a year for members. When this case study
started, it was not possible to find out from the membership database the use which
members made of the Chamber's services. The lack of information about membership
imposed a 'reactive rather than proactive’ approach, and made it impassible for the
Centre tiv exploic its existing large resources, such as information abour trade
opportunities, because it was nor vei possible oo identify target vsers, Fortunately the
membership darabase hag gince een upgraded o make it capable of providing this
kind of information, The Information Centre now runs apen days for members, co show
them the whole range of information resources available to them.

The Centre i5 alza reeking tiv develop further its information interchanges with the
other teams, in particular with the membership team, with which it worls closely,
providing backeground Information on member frms for acoount Epresentatives who
wigit cliem, and for staff who meet their representatives on vigies 1o the Chamber. While
ar the stare of this study, it had a fairly limited role in this respect, iU now provides
infarmation ta all the Chamber's teams. The rafiic is owoeway; the Workd Trade Team
in partcular contrbutes substantial information from trade missions Lo tie
Information Centre. Development of interchanges betwaen the holders of distribubed
resources of informadon is seen a3 wseful and bensficial in itself. and as helping o
councer any danger of the Information Centre betng seen as relieving everyone else
from needing to chink about information, In 1997 the Cencre acquired a library
management gysiem, which will ulcimagely cover all information resources and will be
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the “protection’ thame of Norwich Union, another case study organisation.) As this
study ended, a project was in progress to evaluate the worth of the brand o the
Bank.

Dacdision-making on Information products

Decisions about externally directed informarion products for customers feliow from
marketing decisions, For personal customer products, decisions by product
managers are taken in liaison with the Marketing Services Manager. Each campaign
and its associated products is supported by a business case relating to business
objectives, and giving a cost breakedown,

Example

A summary of a proposal for a customer newsletter, initially as a pilot for customers
i ehe Morth West.

v
Objectives
« Toinform customers of develepments at their bank
+ Toincrease customar loyalty
s To cross-sell the Bank's products/senices
» To abtain feedback from custamers

= To become self-financing.

Target audience:
The Bank's personal custarmers

Style:
[Details of format, content, approach ta readers, illustrations, paper, use of

colaur, fraquency, distrbution]

Contant;
"The value of the newslatter 1o the customer has to be immadiately apparent
for it to be saved ard read/skimmed rather than binned as junk mail .. This

means infarmation which is closely targeted and in & quickly assimilated farm.
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Targeting:
[Analysiz based on the assumption that the readership will be a cross-section
af the custemer prafile; unigue features of that profile suggest that the “spedial
partnarship’ between custemers and Bank should be 'the pivet of the whele
paper’; easy direct response should ke made BaGY.;

Cantent - Regular:
Each issue should provide customers with:
« Information on the Bank's repositioning, ie developments in the areas af
corporate responsibility, sthics, Mission Statement, Customer Charter,
» Eaucaticn on the Ban's products and sarvices
v Advice on personal fnances

v Regional information

ayeraga length of iterm s
200 wards; 12 such items proposed for each issue [suggested content for

first few issues given in appendiz

Editarial warm;
[ small team of pecole whose areas of ressonsibility cover the relevant
subsject areas to support the editor (who will have sararial control of what

goes inll

Timing:
[Estimate of tme required to produce an issua]

Manitaring:

"to assess the succesa of the newsletter ana plan its future direction, 2n
accurate means of customer research @ necessany’. The racommendation (on
the basis of e experence of research firms) is for fallow up telephone
intarviews with a grmall sample, rather than a questionnaire included with the

procuct,

The cutcome was In Towch The Co-operative Benk Cusiomer Newsletter, published trom
Autumn 1993 {subsequently developed further to become the pregent Cuibsmers who

LIFE,
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Costs and budgets for information products

Mo figure is available for the Banks tocal expenditure on information products and
presentation; it forms part of the marketing budget, which is a large one, but is not
published.

Frovision for information products is made in the annual budget estimares by
staff in the relevant product areas; occasionally an ad hoc budget is spught for a
gpecial product which could not be envisaged at the dme of preparing the annual
estimates,

Each campaign and che products associated with it has to be supported by a
proposal related to key business objectives, and a cost breakdown. The cost
information in the cistomer hewsletter proposal quoted above was in the form of
per-issue costs for
« Design, typesetting and prinbng
»  Mailing
s Postage
{excluding initial design and on-going photogrmphic costs, and assuming in-house
writng of copyl

The information products

A brief cutline of representative products current during the pericod of the caze

study, with notes of development during the period.

Products for intermal audierces

Burlerotes

A quarterly scaff newspaper (€abloid formarg, four<olour, 8-pagel, with a mixture of
work-related and 'human-interest' content. It 15 designed and produced by an
putside company. Visually it is fairly chaotic and the typography does not make for
the easiest of reading. Recent issues contain features and news ibems on @
biodegradable affinity credit card launched by the Bank with Greenpeace, the
Bank's business banking services, its Investors in People award, a disability-
awareness programme, EC ecolegical legislation, and Bank stafl’ invelved in
conservation work and in charitable fund raising. Its future development will e
towards being more of a magazine, to complement other forms of inhouse

comriunication such as email and the office system.
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Persoral sector marketing and sales campaigns

A birmonthily, following up the progress of OREoing campligns, carrying
contributions from Customer Services and anyone clse with promotional activity,
The content consists of summaries of recent and current activities, priorties for
acrion for the month, advance notice of fortheoming activities, congact points for
gueries, customer response phone numbers for different services, and product
cliarts which give an annual overview for the actvibes of cach product group, A4,
spiral bound, word-processed origination. The typography is a mixture of
symmetrical and asymmerrical. Text pages have 3ol grid, with one column
devoted to marginal heads, and 2-3 [onning single colummn for text. It scores well on
legitilicy and accessibility (though the page of contact points and the produce
charts would benefit from some design input) and uses the same range of recycled

materials as external products.

Corperiale and Cotrmiercial marketing campaigns

A quarterly summary, with sections on Sectors, Product Mews, Projects and
Activity charts. A4 spiral bound, word-processed origination, landscape format; it is
well desicned and structured.

Betadl Banking [Sales) Division: Tecknicol Tramming Guide [[995)

Eor staff'in the Division, the Guide ‘is designed to contain all the information you
require for vour personal development needs relating to technical raining.' The
content includes Training Tracks' - charts showing training and development
progression for different jobs in the Division: and details of in-house and external
courses available. A4 logse-leal; carefully structured, and written in an accessible
and non-condescanding style.

Training Mewsletter, Group Resources |1997)

First issue of planned quarterly newslatcer on raining in one of the Bank's
Diwigions = appropriately the one which includes Human Resources. A4 four-page
folder, two-colour,

Husiress Brigfings,

Af intavation introdiced in 1993 (in tesponse 1o the 1997 Staff Survey) cavering all
business issues, and replacing an carlier (and oot conspicuously carefully
presenied) photocopied product which was described as a kind of seript with

PIOMmMpts £0 ENCOUTAET Managers bo communicate with thelr Eams, 0n Key events

(4]
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surh as the Bank's annual results and profic share arrangemencs Business Bricfings. is
used in face to face team briefimgs, with provision for electronic feedback.

Grass rools inibialbive: Staff Guide

The Guide was produced in conjunction with a major communicatons campaign
which starred in May 1993, addressed to the Bank's own tustomers and those of
other financial instifucions, with the aim of maldng chem aware of the Bank and
whart it stands for, by a variety of media, including, for the firsc time, a TV
campaign. The Staff Guide was addressed to staff, introducing "What we stand for,
"What we won't stand for', and what the campaign would mean for their own wocl,
Alarge-format product, designed by the group responsible for the campaign
materials for the public, and extremely successful in concept and execution. There
could hardly be a better way of enlisting staff commitment to ethical and
environmental policics than by desipning their material as part of whole campaign
package, to same standards.

Grass Roots Diary {1994-1995)
The Diary was distributed to all branches in connection with the Bank's Grass Roots
Award for the branch which contribues most 1o local communicy activity. It gave
the dates of national charitable events as a basis for planning local activicy,
provided suggestions for converting Grass Roots actvities intg sales, and allowed for
recording activities, funds raised, presentations given, etc, This oo was large
format, designed by the same group; it was thought out to the last detail, including
a pocket at the back for press cuttings. efc.

Thie Grass Roors produces ave no longer issued,

Staff video (1994)
Another product resulting from the findings of the 1597 Staff Survey, which
identified a need for mace effectve and conslstent intermal communications

Praducts for external audiences

Financial Statements [Annual Report)

The Annual Report used to be a fairly conventional product. The 1953 wersion was
oypographically rather unappealing; spacing was poor, and the measare used in the
report wag too shart for comfortable reading. There was lictle relation in design

terms between the report section and the financial statements, where the text

(5
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measure was too wide. Coated paper and a bad chotce of typeface for ic made for
Ioaw legibdlicy,

Since 1996, the Bank has presented its finandal report as a paired document
wirh a report on its social policies. to create an unusval form of annual report The
firsc of these, Strength in Numbers, introduced s Partnership Approach. In 1597, the
financial report was paired with the firsc report on the impiementation of that
approach, The Partnership Repert, The reporcs have a distinctve typographic identicy,
and are designed by a company which has worked for the Bank for many years; the
copy for the Parmership Report is also the product of a group with which the BEank
has a long-rerm refationship.

Ethical policy

Inicially {1992} a 24-page bookler - What we are and what we shind for - was produced,
It arpued the case for commercial concerns having an ethical policy from first
principies, 2nd outlined the historical background of the Bank's policy in the co-
operative movement. Feedback suggested this was too wordy, 50 the next version
[19973/94) was reduced in content, and presented as concerting folder with & pairs
of YESMO images and brief text . (It is characteristie of the Bank's approach to
information presentation that changes with time are always in the direction of
minimising text]. This was the first of the square format Lleaflets which are now a
familiar feature of the Bank's output. A sct of 8 paired posters wag issued af the
same time. More recently (1998) the policy has appeared in an &page AS hrochure,
wirh examples of how 'profits and principles can go hand in hand', and of the
Rank's positive investment in ethical enterprises, and an updated version appears
inn the January 1999 isgsue of Customers wha Care, embodying now commitbmen (s
ariging from consultacion with customers [through a questonnaire in an carlier

Essiie),

Word of mourh

An Ad 2rolour lolder bo encourage custormers o recommeitd a friend. it carries an
putline of the ethical policy, together with details of services, service guarantees,
and figures indicating the high level of satsfaction among the Bank's customers.
The presentation of informaton through text is well strictiered and ¢oherent;
visually , howewer, there is little to e the clements together, and vse of figure and
around device on cover, while ingenious, doesn't really work.
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It Touch. The Cooperative Bunk Custorer Newsletter (now Custemers who Care)

This began as an A3 sheet, folding to A4 and then became an &-page A4 magazine
issued at irregilar intervals. The proposal (see p65) was follewred by a period of
research, which looked at other products, distribution, tc, Although a pilot was
proposed, in fact it wenr straight into nabon-wide production, Big changes in
typography were made between the first and second issucs.

In 19938, i1 was relaunched and re-branded as Customers whe Care issued
quarcerty. The content conoentrates on brand siories and service messages, and the
ritle links it with a campaign in which customers are lovited to vote each monch
on charities to which the Bank will contribute. Recent issucs have dealt with
Internet banking, the arms trade, and the updated Ethical Policy. The formart
changed again with the redauncly, to a n eight-page folder. T noted ac an earlier
stage chat [n Touch went on getting better in content and design, the grid worked
well for both two and three column layout, and accommodated all the elements
comfortably, The re-launched product maintains the high standard of typography
and wrilien presenration,

Parsonal customar services material

Policy and customer leaflets

This includes a series of nearly square formar leaflers, among them a set of three on
currant accounts for students [account details, bank tariff, and application form);
the text makes a strong point of how the account is differentiaced from ocher
banks' student accounts in not offering facilities that could Iead them into serious
debt, Recent addidons include leaflets on demutualisatbon of building secieties, and
the Bank's service for selling windfall shares, and its Customer Service Guarantees.
The square format policy and customer service leaflets. derigned by the group
responsible for many of the Bank's products, make a colierent series in terms of
approach to readers, typography, visual elements, and materials. (it is unformunate
that in the Viza leaflets conditions of use and other essential information falls prey
1o small print and poor spacing.}

Other products on customer services are In different formags; the telephone
banking leaflet from the Business Registration centre for example is A4 gate folded,
with a tear-off rerisiradon form, while leaflets on travel insurance are presented in
4 nonstandard format. These are less successful; there is no family resemblance,
they are fypographically disorganized. chough the text content is good. being both
conceptually well organised and well writcen, The Customer Charter Chaprer Jne is

7]
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a real typographic disaster; printed chroughout in capitals, which notoricusly
makes for difficult reading, its measure is also too short for the type size used.
interlinear and incer-word spacing is poor, and the placing of the charter seal is i1l-
judged.

It was intended 101996 ro aim ac one or two standard forinacs for leaflet-type
materials, as part of the implementation of the Bank's Corporate ldentiy
programme; implementadon of this change is now planned for 1995,

Standard letfers

These are oot often considered as an informacion product, theugh they deserve to
be, as work by the Communications Research Insticute of Australia has
demonstrated {see, for example, Stasko. 1994, who reports on a case study which
suggests chat 'Standard letters are as normal a part of most large organisatons as
paper clips. Rarely are they given ma thought unless you can't find one. Unlike
paper clips however, the potential ditficultes for vrganisations cawsed by standard
letters can be equal to che actual number which are sent out each day.}.

A multidepartment project was carried out in 1994 to ratdonalise all standard
letters, leading o a reduction in their rumber from 3060 to 600. The project, which
looked closcly at content and presentation was relared to the development of the
corporate design manual [see below), New standard letrers were produced by
professional copy wrilers w briefs prepared indouse; there is reported to have been
intensive loceraction in getting them right'; all were re-wTitten to ensure that rhey
all spoke ‘in che zame tone of voice”, as well as following house styie. In use,
appropriate letters are generated by the compucer systemn as events oocur relating

[0 CUSTONeT accaunts.

Products for business customers

Husimess adwarbeme

This newsletter [2colour, A4 sticched, & pages) was initiated in 1994 on the basis of
research among business customers, and is mainly oriented to small and medium
enterprises. Content of 4 recent issue includes: features on the Partmership Report,
and on factors w consider when expanding a buginess; items on cax investgation of
small businesses, the Information Society loitiacive to promets fhe use of
informaton and communication technologies in business, the [ndustcal Common
Orwnership Movement, new deovelopments in the Bank’s electronic business

Bbanking service, and ics GreenLease package; and a questicnnaire about the
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magazine, and their own business, with particular reference to the internet to and
to Year 2000 complianca.

The design of the first issues presented problems of legibility in reversed our
panels over a tne at the edges of page, especiafly the ones which were set ragged
laft. Text was run round illuscratons; the rype size too small and the light sans [ace
was not very legible. While the content was useful, the text was less accessibly
written than thac of some other products from the Banle A resdesign in 1998
changed from a threecolumn grid to one that allows two and three columns oo the
same page, while retaining the other features which make for difficulty in reading.

Business 2HW [2-colowr, A4 4-pape

A product designed to keep business customers informed of the Bank's activides in
celation to the millenium - not only Year 2K compliance, but European Monetary
Union, the inteoduction of the ewro, and the steps the Bank is raking to renew its
install euro-compliant software atdd upeprade the processing power of its foreign
currency system (from the start of 1999, customers have been able o ransact, save

ar horrow in eurol.

Finameial Services for Business
A folder wich 2 A4 brochures an cthe Bank's services for voluntary organisstions, and
on its independent Anancial advice, The grapliics are weak and the text more

spread out than the content warrants.

GreenlLease

GreenLease is a product recently launched by the Bank to help businesses Anance
envirgnmencal improvements, which often require expensive capital equipment,
through Asset Finance rather than Inang. The Banlk's Ecology Unit has expertise in
both helping producers of such equiprment to market it, and in developing asset
Anance packages for purchasers. The supporting information products (an A4 6-page
tolder. and a large-format A2 S-page brochure) are very distnetive, Their use of large
areas of colour over halftones is reminiscent of the earlier Grass Roods inloative
products, and was selected in order to differentiate Greenleage. The copy is
economic of words, and of high quality.

Electronic products

The Bank's web site was set up in 1996, Before that date the Bank had asked help

from academics on a pilot web sire, Their approach was simply to ransfer existing
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products as they stood to the web pages they developed. The situation was changed

by an approach from a small wel site company, which took the initiative of

designing some specimen pages for a Co-operative Bank siee “on spec’, The initiative

paid off, and the company was commissioned to set the site up. In 1998 it received

the FT Business Website of the vear award,

The company provides technical input as web master. Management of content

of the site i in-howse, by a member of marketing staff, who acts as interface

between the Bank and the company. Product managers go through her in updating

and adding to their material on the sice, and sha works in daily communicatlion

with the company,

The site is rich in content, well structured, with a soraightforward contents

page, and easy to navigate. The main sections are:

Incernet banking

Our ethical approach (Ethical Policy statorment Ethical Policy slide show - "see
what we will and will not inwest your money in”; Customers who Cara
campaign: Bthical Policy Questionnaire; Fair Trade Coffee Challenge; Srrength in
numbers; Profics and Principles: Ethics and you; The Landmine Debate; Mission
statermnent and Ecology Mission statement)

About the Bank (the Partmership Beport; Financial Statements; Customer
Service Guarantees; the Banking Code; Contacting the Bank)

Accegsing the Bank (Telephone Banking: Branches, cash machines; Banking at
vour Post Office; [nteractive Television banking)

Business Banking (Millennium issues; Year 2000 Compliance); Business Direct;
Business Visa Card; Business Deposit Services; Financlal Director for Windows;,
Business Banking Charges)

Employment Opportunities

interest Rates

Personal Banking [The Millennium Bug, Personal Loans; Current Account; che
Debit card; Student Current Account; Save Dircct Savings Account; Fachfinder
Savings Account; Tessa Savings Account; Guaranteed Investment Bond; Home,
moror and trave] insurance: Travel service
Wisa Credit Cards

Online Applicarion Forms

Full text of key dociiments sich as the Pertrership Beport is available on che site;

ey sectons of others, og Finarcial Statemnents, are reproduced; other marerial (s

complementary to print on paper products - for example the Customers who Care

(4]
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campaign has a page which highlights some of the key issues supported, with a
graphic to show the total contributed to charities.

ne interesting feature of the site at the start of 1999 is a brief from the Royal
College of Psychiatrists, sponsorad by the Bank, for a student informacion design
competiion. The objectve is o influence opinion formers in the media (o change
their atfmdes around mental bealth, Content i& to be baged an a lecture by a
psycliarrist, and the brief requires students to “transiate this conviction inte prin,
taking full advantage of the components inherent in the medium - gypography,
imagery, colour, erc.’. Competitors are asked to produce a front cover and four
spreads, The winner (3) will work with the Bank's long-standing desipn consultants
{The Chase} to carry their entoy inte production,

Experience of developing the site has brought changes in ways of thinldng abouwt
the relative roles of printed products and the web as vehicles for information.
Initaally printed literature was rransferred as it scood to the web site; now, there is
what is described as a 'whole pew approach to content’, caking advantage of the
facility the web provides for ceeating links to other existing marerial, instead of
repeating it in a number of Individual concexcs, The nexe step is envisaged as
looking at how printed and web verslons of informartion produces can complement
one another, to meet the various needs of ugers.

The Bank does not as yet have an intranet, but is considerdng it as a logical
next stage: meantime email and the electronic office system are used for circuiars,

which are no longer issued in print.

Information resources

The Bank's customer database, set up in 1982, iz potentially its most significant
resource in planning information preducts - though it the early stages of this study
that was said not to be fully appreciated cutside Marketing Services, It was
suggested that the Bank was ‘just starting to learn how to make uge of it', The age
of the database possibly accounted for the reported fact that, while most of the
fields row held data, it was not yet possible to ask and get answers o D kind of
questions that would guide the davelopment of campaigns and produects,

By the end of the zrudy {late 1998], the importance of the database was said o
be probably better recognised ourside Marketing, while Marketing staff themselves,
the main usets, were constantly learning: there was, however, still a long way to
go. Its use is stll system-driven; 1ts origin as a system for magching products to
customers, means that intertogadon involves a spedal search which hag to be done

[#5]
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by IT. The long-term aim is to have it available for interrogarion on desktops;
meantime it stil lacks flexibility and the solutions are stll ad froc Meannime,
Marketing is developing its customer congact strategy, oo make more history
available of what customers have received, and their response. Work has alse been
done on customer life styles and values. Restructuring of the marketing function
has led to closer relations wirth the IT ceam and with credit management. and to an
agreed view on what data need to be extracted. and on objectives and how Lo
measure results. Intormation coossover has benefited the recruitment of customers,
and increased knowledge of customer behaviour i5 wsed in making decisions on
what to offer them; for example knowledge of customers” credit-worthiness s wsed
in coripiling Visa mailings, and so fewer applications are now dechined.

5o far as other informarion resources are concerned, in the early 1930s the Bank
had an econemic intelligence unit in the Marketing function, which scanned the
press, monitored econemic developmencs, and maintained international liaison
with other cooperative organisations, This no longer exists (for reazons which are
described as lost in the mists of dme'); nor dees a library which once exisred in the
Banlc

Af the start of this study staff in Public Affairs and Markedng scanned the press
against liges of key topics of interest to the Bank. Photocopied cutings were
circulated weekly to key managers, together wicth che output from an outside
cuttings service. This continues, now that the ormanisational structure has changed,

The Rank also buys reports from commercial monitoring services for audio and
TW; an annual roundup of these is circulated, Bronomic intelligence is sought in
relation to specific products, oo which the Bank might be alerted by topics which
show up in the cuttings, This sometimes leads oo the commissioning of research; a
study was commissioned, for example, on money advice agensies, Ethical research
products are bought ‘off the shelf’ from the Ethical Research Agency and
Manchester Business School. One member of Public Affaies staff has special
responsibility for research.

It is 561l mot ¢lear to me how the Bank darides whar knowledre and
informarion needs, how it is acquired and managed, and who has responsibilicy for
the deciziong, for any information scrategy thar exiges, and for information
management, Information interactions are certainly well developed, however. At
the cop level, 4 small executive team meers monthly, and this meeting is described
as the place for prescnting new ideas upwards without lavers of line managemeint
geting in the way. An example quoted was of 2 recent paper on relabonships with
credit unions put forward by a manager with particular knowledge of this field, Jt

78]
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seams at any rate to be part of managers” responsibility to know the Bank's
business plan, to take information initiatives based on it and to know who co bring

in o0 projects.

Human resources for information products

The Bank is described as employing a mixture of 'home-grown' skills developed on
the job, and external recruitment of trained staff

Writing and editorial

Some writing is done in-house, One staff member in Public Affairs divides her time
equally between work on publications and FR. The dedsion about whether to uze
this in-houwse writing and editorial capacity or to go outside is left to the peopie
respronaible for particular preducts.

While requests for adsice are regeived from ocher banks about how to Tun
customer newsletters, the tendency in the Bank is to go outside for writding jobs
rather than vsing the in-house capability.

For products which are to be written outside, a briefis produced in-house by
the product managers concerned, and the writing entrusted 10 a copy agency.
Strong emphasis is placed on briefing and on in-house consultation with
stakeholders in che Bank [up to 65 parts of Bank may be involved in plathning for
some prodducts), and there [s whar is described as 'intensive interacton’ with
oucside writers. The Bank has a long-term association with its main copy writers;
their in-house contacts provide a learning process for them, $0 fhat over time they
have acquired the benefits of inside knowledge.

The 1998 Partnership Report , 8 major product, was a co-operadve effort bemween
the Partnership dManagement Team, who collecced data, copywriters with whom
the Bank has a long-term relationship, the staff member who prepared the design
brief and the design proup commissloned, Independent anditors were also mvolved.

Design

All design is commissioned from various cutside agendes. One in particular has
been used for several years, and is responsible for the ethical policy and related
materials which are the most distinerive of the bank's information products. All
product managers are however ree to go to whatever design groups they choose, so

(7]
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a range of design approaches is used, {The corporate identity which has been in the
under development since 1994 is partly planined w move the Bank cowards unified
presencacion - a process still contdnuing at the end of this study.}

Training

Mo craining appears to be given in such activities as writing, editing. or working
with degigners and copy writers; skills and expericnce are acquired on the job by
pecple who have a varienyr of backgrounds in the Bank.

The technology used for information products

Apart from word-processed documents for intermal wse, all infermation products are
ypeser ourside, & few years agn, there was a cautious first venture into in-house
desktop publishing. At that tme, the intention was 1o develop the use of desktop
publishing within Fublic Affairs for Infermation products: on reflection, however, it
wias decided char this eould lead oo Public Affairs hecoming a print unit, and so che
department pulled out of iL.

The presentation of information

For both internal and external products che Bapk seels to achieve professionalism
in preseptaton, by means of text and visual organization which match the
Infarmation content and the intended readers, and which help readers in using the
praducts for the purpoges for wwhich ther are intended.

Oine aspeect of this professionalism 15 emibodied in che Bank's corporate idendty.
The first step in this directon was introduced in the mid-g0s to overcome what
were seen as the negative associations of the phrase 'Co-op Bank with old-fashioned
¢o-operative scores in the minds of the public . A process of revision started in 1991
on the bagis of in-house thinking; a decision was taken not to follow the usual
conrse of poing outside o commission a concept from a specialist consultancy. The
Bank worked with che design group which has been responsible for its most
digtinctive products, with which it has a long-standing association. The corporate
identity is unusual in its high informaton concent, which supparts the underlying
aim of sethny the Bank apart ftom the compeddon. Ethical palicy 15 the key
differentiator; the effect of its environmental aspects 1% reflected in the chaice of

earthy colours, and the vse of black and white wisuals.

s
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The approach oo corporate identity is made clear by the Corporate Design
Manual:

Design discipline must be used to organise and clarify but should not be seen as
a dictatorial straitjacket that stifles inidacive, We regard it as a framework that,
above all, makes sense and into which creativity can be channelled.

The manual's content covers:
1 Logotype, symbol, image (based on the old cornsheaf), typefaces

[Gill Sans and Stempel Garamond, from Birstream Library]
2 Srationery including forms
3 Publications:

Inbranch literature

Inbranch promotions

Sratement inseres

Direct mail

Leaflets

Posters

Application forms

Jignage

Vehicles
& Lniforms

Ir includes grids, and examples of production errors, under the apposite
heading of What we won't stand fior'l The manual is now being applied to all Bank
informarion products,

Production

The Bank uses a wide range of typesetters, printers atd other professional services
for its information products {not drawn from any 'approved list), Lizison with them
over any particolar product may be handled direct by the in-house product
manager congerned, or by the design group commissioned for the job.

Testing, monitoring and evaluastion of informaticn products

Pre-production ressarchi/testing on icdess for new products

Various methods are used. In some ¢ases. design groups provide pilot versions of
products for testing with a sample of the intended users. This involves asking them
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linked tooan LCCI incranet, wicth the intentdaon that it could become the nuclens of a
Chamber-wide network.

Membership databese

When this study began, the Chiamber held basic informyation on its members in an
glderly database which was primarily dedicated to recording subscripdon payments
and renewals. The main activity of member companies was recorded in the database
juging classification codes which were said to be out of dare). Improvements in 199697
made it possible to find our the use which member companies had made of the
Chamber's services. the svstem still presenced some of the difficulties outlined on p135
for some of the staff whe required membership information to support cheir iniSatives.
In 199798 the membership database was reelaunched wich new Windows-bazed
software — Charisma - on which all teams have lad ceaining, The Informacion feam
does most work with it, and by mid-1998 was seeking further changes on the basis of

experience to increace its ntility.

Infarmatian from Palicy end Research team activities

Thiz team has the role of developing policy on the basis of research among members,
and then wging the results in lobbying and representation. Over the period of this case
study it has become much more public- relations criented. Qualitative information is
gathered regularly from a sample of the membership as the basis for the Quartetly Survey
of the London Boonotay (see below), Informarion is also collected from research projects

which members sponsor on specific topics of importance to them.

European Infermation Centre

The Eurcpean Information Centre has a particilar role in suppordng small and
medium-sized enterprises [companies with under 500 efployees] in their relabons
with the Single Marker, It aims to use its collections of EC legislation, documencabon
on BEC programmes, etc, and the expertise of its staff, to help basinesses 'to make a

positive response to ., he advent and consequences of the single market!
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Information products

The Chamber's information products draw to an increasing cxtent on ies information
resources, though not as fully as would be desirable in meeting its key objectives, As
one manager remarked in the original interviews, "We're good at giving others
information, but need to work on exploiting information resources and adding value o
them.' There is, however, awareness of the porential, and ideas for products to explodr
it, throughout the organisaton.

In 1994 the Informaton Centre took an initative of this kind with Business Matters
{now run by Policy and Research, see below). In 1997 a companion praduct International
Rusttiess Matters was introduced to supplement it Ocher produces were develdped
elsewhere in the Chamber, for example:

v FPackages for each major sector or for companies of a pardoular size, to tell them
about services available, contact people, and key sources of useful information

¢ Information products demved fromm the surveys andfor statistical tables compiled by
the Policy and PR team

» Print-ours for member companies showing them the use they have made of the

Chamber cach year,

Extarmal products

Table 1 shows the range of regularly appearing products which the Chamber publishes

for external audiences.

Businzss Matters (Policy & Research]

This formightly current-awareness produce for members was initiated by the
Informacion Centre, and launched early in 1994, with the aim of presenting in
accessille form short items of informarion relevant to Chamber metmbers. Its
management was later handed over to Policy and Research when the member of
Information staff who had edited it moved on. though the information team still
pcontributes. Tt is mow more oriented to members' interests, and more interaccon
between readers and editorial has developed. The standard format for each isgue groups
items ynder the main headings of 'London news', ‘Business news', ‘International
news', and ‘Members' news'. Bach itemn is presented under an informative ritle, in bold
face, and each hag a contact name and phone number. A regular supplement on
Employment Malters hag been added. When Busitess Matters appeared, it was characrerized
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by the Chief Executive as an example of change from reactive to proactive, and as one
of the most important developments of the year. By mid-1%98 the Chamber was
considering re-evaluating content and presentation in the light of the developing
disersity of the membership and its changing information requiretnents. Many younger
members, from & much wider variery of backegrounds, including consul@ney groups,
mult-media companies, and the fashion industry, have recendy come in, and have

leavened the mix of large financial services companies and exportimport buslnesses

which rradicionally predominated.

Takla 1
Reqular publications

Tide Department Frequancy Cistribation

Business Matzers Policy and Resgarch  fortnigntly Membership
[pravigusly
Informarian)

Intemational Business Intermaticnal Trade  bi-monthly Membership

Malters taam

Dpenings for Trade trbarmation Cantro weakly Subscription

Making Busiress Events team quarterly Membarship

Contacts

Daveloping your business Human Rescurces Aiyear Membarship

through pecple

Your keys to word Europe and Wigrld yearly Membership

markets Trade teams

Annial review Cheaf Excc's wearm yearly Wermbarship

Directory of Mambers Mambership vearn yearly Memership

Cuarerly survey of the Policy and Research  gquartery tambrership

Londan Economy team subrscriptian
Sponsors

Annual review af the Policy and Research  yaarly Mambership

London Econommy

[184]
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A new companion publication, lighter and less regular, Metber Matlers, was also
being planned, to take advantage of these changrs. Design and presentation will be by
the design group responsible for the new set of membership products introduced in
1397/98 [see below)

Internationad Business Mollers (Intemational Trade team)
A bulletn (& issuesiyear) for members, on the same lines as Busimess Matters,

Opeteitgs for Trade (Information Centre)

This prosduct, which has existed in one form or anocher for over 90 years, has been in
the process of change for some time, I 1994 the London Chamber reached an
agreement with British Chambers of Commerce o market it nafon-wide, as it needead
a bigger subscription base. It now carries the BCC logo, and incorporates some new
features, including an inguiry form and an overseas events calendar, and design
changes, The artangement is a clagsified one; che main heads are Export Opportanities,
Import Opportinicies, and Specialised Opportunides, and under them brief details are
given by country and by product. From Bay 1997 It has been produced as a weekly fax,
and furcther changes are under discussion. By mid-1598, although some subscribers stll
supported it scrongly, subscriptions were dropping. possibly because of competition
fromn the Interner, as more younger importjexport staff come to use the World Wide
Web for the kind of lnformation the teaditional publication offers. The Chamber's Web
gite opened in Seprember 1998, Openings for Trade will be available there; there was
alsa some thought of merging with a competicor product, and of a possible jodnt
vemture with international chambers of commerce, nsing the Gateway [BCC
[Intermational Bureau of Chambers of Commercs) Net,

London Commerce [Policy and Research; ceased publication i 1994)

One product was discontinued as result of a review of publications following on the
LondonWestminster merger. This was the journal London Commerce {10y}, edited in
house and managed by the Policy 8 Regearch team, and distribated to membership and
others, It had undergone a number of changes during ita history. Originally, it wasa
promotional publicaton. backed up by other specialisc bulletins. With new
management, some rapid changes were introduced; its final form was 3 magazine
which aimed to concentrate on information unique to the London Chamber. One third
of the contant was related to the UK, and two thirds to internacional issues —a
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reflection of members' interescs. If relied on gecting as much advertising as possible,
and editorial policy aimed at a mix of standard features based on geographical arcas
and events, together with special artdcles o atwract advertisers, Tt carried
commissioned work from specialist writers in such Aelds as law and accountanos

other arcicles and items were written in-house.

(uarterty Survey and Beport of the Lottdost Eoottomty (Policy and Besearch)

Part of the London Economic Research Programune (sponsored by a number of
companies and public bodies), covering results from a survey of businesses in London.
Eacl issue consists of an economic review of key indicators from the world economy.
the UK economy and the London economy, followed a commentary on the findings of
the survey,

The questions asked in each survey cover such features as domestic and export
markets, employment, recraibment, investnent, and business confidence. Analyses are
made by company size, by economic sector and geographical region, The merhodalogy
used in analysing the data involves caloulating the difference between the proportion
of respondents reportng increases and the proportion reporting decreases in different

areas of activity. The results are presented as peroentage balances'.

Annoal Review of the Litedon Fcotomy (Policy and Research]

A companion product to the Quarterly Survey, this product provides o detailed analysis
of the performance of the London economy and its futilce praspects. It cowvers the same
factors as the Cuerterly Survey, over the period of the past year, as well as longer-rerm
issues, such as London's pogition as an international tinancial centre. IC 13 sponsored by
a number of large businesses and public bodies, including the Corporation of London,
BT, London Regional Trangpart, efc.

Caring evenis (Evenrs team)

A monchly six-page folder, giving decails of events, with date, ime, organising
department, and contact name and number. This has been replaced by Making business
comtncts [quarterly} which summarises coming events, lrade missions and exhibidons,

and training courses.

Developing pour business throagh perple (Human Resources)
A siv-page folder, appearing annuwally.
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Yo kevs b0 wirld markets [Eurape and World Trade teams)
An annual six-page folder,

The last thres were designed as a group, replacing a rather ad hoc set of products.
The re-design formed parc of the commission mentioned above.

Annual Beview [Chief Executive's team)

A small product (averaginglépages). The emphasis in recent Issues is strongly on what
the Chamber has achieved for its members and what it offers them; the 1997 Annuoal
Review has sections on "Helping our members® (providing information, international
activites, networking activities] and ‘Representing our members' [the liaison work of
the Policy & Rescarch division, its research publications on the London economy,
employment and educaton and other key issues, and campaigns by rhe Chamber on
such issues as funding for London Underground and energy and the environment).

Dhirectory of MembersiMembership teanm)
This product. like the membership directories of many chambers of commerce, is
contracted out te Kemps Publishing, wha contact members direetly oo verify details for

publication.

MNon-regqular external products. Apart from the products which appear at regular
intervals, there are ochers which are either non-series or accasional (mainly the
respongibility of the Policy and Research team), or designed oo be valid for a longer
period (membershlp Hremture), Producrs of this kind are written in house and are
usually designed and produced by external companies who have membership of the
Chamber.

Ovet the perod of this case study the approach to designing products addressed to
members and potential members has changed a good deal. The first version
encountered was an ominous-losking A4 booklet, with a shiny black cower and cutout
index tabs and a sdmulating title: Fve teasons why over 000 companies foin the London
Chamtbet of Comtrgtee and Industty, The text ingide was pedestrian, and the typography
and layout unimpressive, with particularly unhelpful use of spacing.

After a peview of membership in 1997 which looked at all literature addressed to
members a new se of membershlp products was commissioned. The job was put out to
tender, to a brief prepared with input from all the teams in the LOCE key

requirements were that the materials should be designed ag an integrated series,
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appeal to the whole range of members and potential members, and be vsable overa
fairly long perind. The design consultancy commissioned (2 member company as it
happened) interprensd the brief with understanding, Their solution is an attractive ser
of AL, pate-folded leaflets, presented in an A4 wich imaginacve wae of colour and dn
interesting range of images, each dealing with a specific Chamber service or facility.
Typography and lavout are standard acrogs the series, and information elements like a
stylised map and a lst of information sources in the Chamber appear in all the leaflers
on the centre back page. The response of members has been positive,

fesearch publications. As the 19%7 Arnual Review puts it, the Chamber aims 1o ‘publish
material which demonstrates ¢learly and auchoritatively to policy makers the
importange of London 0o the national scopomy’, through a research programme
established in 1987, Some of the resulting products are from commizsicned researcl,
such as the 1996 repoct London's conbrbudion by the UK economys octhers from joine projecrs,
such as chag wich the Universicy of Westminster on emplovinent in the capital, which
resulted o reperts on changing working patterns {Hder workers — an opportunily for
London's businesses and Atvpical employment in e copital ) Another report, oo The prospects
Jor the independent retader, resulted from research carried ouc by one of the main
networks of Chamber members, the Asian Business Association, which was sct up in
19495,

Internal products

The Chamber has comparatively few information products designed for nternal use;
this reflects in part the emphasis now placed on personal exchange of information via
team meetings. A one-page monthly staff bulletin, Chamber Matters |, began production in
1995 | A oypical issue containg items abour Chamber documents (for example the
Eusiness Plan} and events, participation in che Lord Mayors Show, staff raining and
developroent survey, and news [fom teams, The Informadon Centre issues an occasional
Infarmetion Update - & current awareness sheet with details of new acquisitions added
1o che Library

Apart froun these, the main printed products originate fromn Human Bezources, and
are in the general category of staff information about benefits, salariss, health and
saficty. A looseleaf indoction book' for new scaff was reviewed as a priorily in 1997 and

produced in resdsed form in 1998,
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By mid-1998 house style guidelines for all internal products and for correspondence
had been established, and incorporated in the “operations manual” produced by Human
Ersources, The guidelines cover fonrs, layvour, justification, use of different versions of
the logo, and the use of standard covers for various internal documents.

Electranic products

The Chamber's Web site, established in late 1998, iz 2 good example of siraightforward
presentation, with a business-tike approach which makes chis an gasy and
undistracting site to use from the poeint of view of both navigarion and access co
Content.
The opening frame offers six main sections:
«  [ntreduction to the Chamber
= Answering vour business questions
*  Making business contacts
«  Vaice for London business
« Taking your business to the world
«  Member money s1vers

with a descriptive sentence including buttons,

The content within the sectons 18 well steucrured and presented with
understanding of the medium. The ¥isual presentation is attractve and refreshingly
restrained in its use of colour and animation. The graphics take through a theme from
the range of membership literature described abowe. using the cog-wheel backgroand
images which appear in some of the leafiets. Typography, in rerms of typefaces and
page layout also maincaing che visual links with the printed prodiicts, The information
content ig also handled consistencly; for example, in the ‘Answering ¥oilr business
questions” section, the pages start with rypical information needs, and what the
Chambet's information service can provide to meet them, and then give tabulation of

services and prices,
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Decisions on strategy for information products

Until the concluding stages of this case study, no one person had overall responsibility
for what the Chamber publishied; by 1938, however, this responsibility had become part
cf the remit of the Marketing Director.

When the study began, decisions about information products were not bascd on a
girategy derived ffom kev corporate ohjectives, and there was no overall publishing
plan. Things tended to be produced "because thievve always been there', rather than
because they would contribute to achieving a prioricy objective. In spite of the recently
introduced management team approach, decisions on information products were still
mainly takee by the tsams responsible for them, There was, however, an intention to
mave towards self-financed publications, except for thoge provided as services to
prembers, The budget for any given publication would be related o che sigrificance for
the Chamber's key objectves of the project imvolved. SelEfinancing could include both
pricing policy and partnerships with outside companies.

Business Matters was an exception which helped establish a pattern for che fumure. A
draft proposal was put co the management feam, with a justification in terms of
brnefits to the Chambear, in Ocrobar 19%3. It waz accepred, and a pilot issue was
produced in February 1994, follawed by the scare of regular publication in March. Tt is
also unusual in having a formalized edirorial policy, and a special budger within the
budget of the Informarion Cenrre,

Another factor which influenced che development of strategic thinking abow?
information produces was the ratopalisation of the publications of the merged
chambers. By 1997, this had beep cariled thiough: a single membership directory had
been produced. and thers were 1o separate piiblications for Westminster members.

The introduction of the Strategy Group in 1997 (see page 179) created a natural
forum for the consideration of such issucs; there was more questioning of how
decigions of Information products were taken, and the clements of a strategy for e
Chamber's information products, oriented cowards reaching potental members and
exerting influence throngh cargeced external relations, were beginning to emerge. By
the foilowing year, these had developed further and had started to find expression in,
lor example, the series of membership products described on p1B7

Discussions alzo started on the relntroduction of a business magazineg, as a
successar to London Cotamerce, o be published as a jolnt venture wich an outside
company, but ad 1or prosressed further by 1998,
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Human rescurces for information products

Up to 1998, departments were responsible for their own produces; they established the
budget to be allocated to individual products, and arranged for writing, editing, design
and typesetting. These aspects are now handled by Marketing, with some outsourcing
to external mediz consultants.

Production of those items which are printed in bowse is the responsibilicy of the
Reprographics section (headed by a manager with a backgrotnd in the princing
indusery}, which forms part of the Chamber's 'Resources’ division. The Reprographics
section also does the print buving for products printed excernally. In-house typeselling
was previcusly done mainly by an operator in Reprographics {see below, under
Producton); by 1998 there was a combination of in-house and sutsourcing,

How specialist skills are provided for

At prosent, information produces resulc from a combination of some specialist skills in-
house [writing, editorial, and print production), buying in via consultancy (design of
individual products) or direct purchase (print). While in-house deskrop publishing, on a
basiz of ‘Ao it yourself learning, was used to originate a number of external
publicarions when the caze study began, four years on. while a small amoune of TP
wag done by the reprographics secrion, the majority was bought in from owtside as
needed.

In-hiouse, When Business Matters was produced in the [nformation Centre, the cditor was
a member of the Centre's staff, who spent & days of the 10-day production cycle for the
issue on editorial tasks, and was responsible for research. concacting other
departments, reading, writing copy, layout and OTF typesetting. Wich ics move to
Policy and Research, it wag inidally run by an editor on a befmporary conrract, as the
ceatn had no-one with specifie editorial skitls, and then the job became periianent one.
The now discontinued London Commerce was produced by the Policy and Research
Teamn, with scaff who had several years of experience in the job. The 1995 review of the
publication aimed to minitnise the costs of production while maximising its impact. A
possible option was the conrracting out of certain aspeces, for example design, but the
Chamber was keen to maintain editorial control, ln the event, it was considered not to

be sufficiencly cost-effective, and not to have a clear enough role, though it was
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accepted that chere could be a marketr niche for a London business magazine,
analogois 1o these prodiced in some US cibics,

When this study began, small ephemeral products like material on the facilites in
its building which the London Chamber offers for hire, and flyers about training
courses, wers designed and mostly printed in-house, with the oceasional “glossy” 'sid
it being printed outside, In-lovse production of these ioems was handled in the
repropraphicy secton Many of the products did not look exactly inviting, and indeed
some leallets advertising meetings had something of the look of funeral invicatons. By

1998, all such iterns were covered by the howse soyle.

Buying-in via consultancy, The ineinbers' guide [Five reasons ) described in rarher
disparaging terms on pld7 was developed by a consultancy selected by e Memberzhip
aid Poliey and Besearch teams through competitive tender, to a brief produced in-
lhouse. The package of membership leaflets which superseded it in 199798 was
commissioned in the same way, but with inputs from all the teams.

The iniral design specification for Pusiness Matters was done by a Chamber member
with a design practice {again found by competitive tender), A grid and style sheets
were provided for wse by the in-house editor (the former is used, O lacter nogk

The Chamber's web site [see p189) developed by a design company, is a good
example of appropriate desipn for the medium, which is also consistent with the
presentation of the pring on paper products.

Training

Where in-house editors are responsible for following a design specificarion, as with
Business Matters, training in chis side of the job is described a8 belng madnly & matcer of
“picking up hints® and learning from experience, though the first editor did some
interactive audio training on Juark Xpress.

The editor of the now defiznct London Commerce was responsible for design and
layout decisions without the support of a professionally prepared design specification.

At the start of the cage study, DTP was both comparagively new 1o the Chamber and
fairly extensively used for its information products. While those staff who used it had
received basic training on the software, there was a perecived need for a 'basic design
awareness couurse’ — which proved hard to find [the Chamber was not alone in this

search; twany organisations were logkdng for the same ching at that time).
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The then Personnel department {now Human Resources) identified a need for
training in a eammon approach to verbal and written commurication for staff who are
in contact with members and the public. Training courses have now been provided in
telephone technique, general communicacions, and word-processing and spreadsheets;
the suppliers are primarily member companies specialising in training. Annual surveys
of Chamber staff to find out their views on training and development were instituted
in 1997, Kesponses are anonymous and refurned direct to independent consultancs who
prepare a report for the Chamber,

The presentation of information

The Chamber originally had little in the way of standards in this respect. Pusiness Matters
had a standard format designed by an outside designer, and used the Ecottotnist style
gulde for house style, But there was no Chamber-wide goide on how to deal with
information elements in products for external disrribution. Standards are now {1553)
set by the puidance provided by the design consulcancy responsible for the new range
of Chamber products mentioned above [see pla7), and have also been established for
the Web site.

The Chamber's house style was described in the first stage of this study as 'nominal
puly’, and indeed it was hard to establish what it might be frem looking af a range of
the publications { not an uausual situation in organisatdens). Mo decislon has yet been
reached about the appropriateness of having a “corporate identity”, or on how any such
standard would apply to information products. An earlier standard format produced by
a designer was discarded as *too monotonoiis’ and replaced by one prepared by the
consultancy responsible for the design soluton for external products.

This represents a significant advance on the situation in the sarlier stages of this
case study. Then, the Head of Reprographics was aware, because of a background in
rraditional letverpress print, of the decline in standards which DTF has broughe to
oypeser products - for example, loss of sharpness and clarity — and regretted the
general lack of visual awareness among most users of the software. 5o far as
typographic design was concerned, however, while there was awareness of design
weaknesses ke overlong measures and poor spacing in existing products, it was not
felt necessary to pay professional designers for ‘tun of the mill' products, and this was

considered to be an area where it was legitimate (0 5ave Money.
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At the start of this stidy, e Information Centre painred out that there were no
in=tcam standards for the questions handled by the team, many of whicl requiced die
exmacton of information for presentation. & standard for Presentation of Eniquinis was
produced; it was based on Waord for Windows, and recommended the use of templates
for lecterheads, fxes and address s, Ic provided examples of layvour and hotse style

for such text elermencs as addresses, 1sts of jtems, e,

Production

When the case study started, typesecting was almost all in-house. The coly outside
typesetting was for "things with a more complex style’. One operacor in Reprographics
input copy provided by deparoments for Opetings for Trade, Policy and FR products, and
flyvers fist evennts, Copy went to the Head of Beprographicg whe advized on design. e
ryprefaces, amount of text, and where necessary took up editorial-type querics with
orlginalors, ASCH fles went to the people responsible for products; and they did on-
screen editing and layout. Proof reading was the responsibilicy of the originators of
products. There was a list of authorised proofreaders, and i was a rule that everything
thould be checked separately by two proofreaders. The Head of Reprographics was
responsible for print buying, using a range of printers considered appropriate for
different types of product (eg specialist princer for Carner forms)

By 1994, the process was essentially the same, perhaps a little more formalised.
There is stll one specialist DTP operator in the DTF Section headed by the Design and
Print Manager (The edicor of Business Magters is responsible for the fypesetting of chat
product). Originacors now input their own team copy on commen drives shared by all
oEams.

Anything cthat eomes under the Chamber documents guidelines has o be submitred
to the DTP section to be designed and typeset in the house style, Anything that is going
to be designed, published or produced by any third parcy has to be approved in
advanee by Marlieting team or Design and Prine Manager. The latter continues to be
reEsponsible for prine buying.

Information technalogy and information products

The relationship between the originators of information products and IT staff was
described at the searr of this study as "good but ad hoc” (Head of Resources) it remains
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close, but less ad hoc, By the end, the sicuation had improved, and was characterised
as one of close links and good communications,

At that time there was a range of technology in use. ICL Office Power was standard
for word processing for internal documents, and there was no built-in support for
doument creatdon, Not all teams were connected to the Chamber's LAN, some teams
used Word Perfect, while the Information Centre had Microsoft Office and Word. This
situacion hampered communication between teams, and meant that a good deal of re-
keying of information products had to be done. By mid-19%98, considerable
improvements had been made; evervone was equipped with a PC, and all staff were
trained in using Windows 95, so that everyone could communicace with everyone else.

The modest technology used ln-house for information products was quite separate
from the main compurer system. The [T department, within Resources. consisted of
four staff whe maintained two databases:

1  The 3000 companles in membership
2 40, 000 non-menber companies

Updated information from the stalf in membership who dealt with individual
companies was passed to the people responsible for maincaining the database for input.
The membership database was essendally for managing 4 matling bist. and, as such, in
its original form it was not equipped to offer moch help towards generacing
informacion products. Judgments on its effectiveness were according to the place in the
ergatlzation from which it was viewed,

From inslde Resources (where I was acknowledged to be ‘fairly bagic'). it was
reported in 1925 that they were currently upgrading basic records and Linproving the
range of information available about members: ‘enough lmowledge about the
membership is available’. Some of the results of this work were available by 1997, and a
new upprade using a Windews-oype interface though leaving the database imself
unchanged, was being tested.

From elsewhere in the Chamher, there were complaints about the prohlems of
finding information and getdng reports from the system. Membership repored that
while the ficilicy for adding exrra detalls abour members existed, it was nol used; that
it was difficult w specify requirenents for reports and to get them in tdme and in the
form needed; and thar the gystem demanded abbreviations, and used old classification
codes, Information Centre reported that the membership database contained some

[1a5]




Case study The London Chamber of Conunerce awd Idustty

uzeful data, but not much about how members use U Chamber's seovices: 'To most
people the membership database 15 a black hole’, I did noc allow of the kind of normal
information retrieval searches to which information professionals are accustomed
feday, and the IT department had to do a report if anything spedial is wanted. The
software [$0L} was said o be difficult to vse. The updated version now offers some
capacity for users tw generate their own reports, though ic is said stll not to be very
£asy to use.

The Chief Executive's view in 1995 was that the existing software was a disaster so
[ar as its contribution to developing and maintaining the knowledge base about
membership was concerned. The aim for the future should be an IT strategy developed
within the framework of corporace objegrives.

By mid-1998 things had moved on considerably: the membership database had been
relaunched with Windowsbased software; and most of the hardware and software in
use in the Chamber had been upgraded, All reams now had a specialist TT member. and
the IT department was described as ‘really delivering”. The Information Centre in
particular had beneficed, and was using a good range of online and C0 ROM databases,
and the Internet.

Testing, monitoring and evaluation of information preducts

In the initial stages of this scudy, such evaluarion as had been done had mostly been on
an internal basis, and carried out informally - eg by telephoning people. "We don't
cvaluate in terms of benefits to membership services and retention. IUs an in-houge
point of view only at present.’ The ultimate aim, however, is [ make monitoring and
cvaluation of information products pact of the Chamber's markeling strategy. and the
new management structure should make this possible.

The surveys which NOP now carries gut for the Chamber on products aiad services
cover information products, The most recent membership survey [September 1393)
asked respondents about the information produets mailed to them from che Chamber:
the questicns related to the amount of informadon, e relevange of the content.
professionalism of production, and how closely the products were targeted to
members” needs. 77 per cent expressed themselves as satistied overall; over 70 per cent
ol those who were satisfied said the products contained just the dght level of
information; 27 per cent considered they were professionally produced: but 17 per cent
thought they should be more closely targered to members' needs.
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In the early stages of this case study. the merger with Westminster was an
important current issue, and evaluation of the publications of the merged chambers
was a business objective. The questions asked in pursuing this objective were:

» What service do the existing products give the membership and the outside world?

« ‘Whart is the radonale of the existing products?

&« Could any cxisting products be combined to give new ones?

» What would be the objectives of possible new products? How would they meet
thery?

«  What would the coscs and benefits be?

The evaluation of existing products covered;

=« Format

+ Congent

»  Desigh/presentation

»  Marketing of produoce

« Editorial planning

&« 5klls and staffing at present available, and what would be needed for any new
publication

« LCosts and benefits [mainly assessed in financial terms)

«  Advertizging as the main source of revenue

Rusingss Moetters exemplifies a possible approach to evaluation and use of feedback,
The pilar issue was distributed to active members, the Board and Council - 160 in all,
of whom 25 replied to a request for feedbacle Readers of the pilot were asked for 4
regponse on A 10-point scale - most respondents gave ([ 6-7. Their comments werc
raken intp account in the first regular issne. Another evaluatlon survey, after a year,
was made by sending a gquestipnnaire with one issue to every member receiving it,
with a request for feedback on the content of that issue. The responge provided useful
ideas for conrent, which were acted on in introducing the supplements mentioned
earlier (see pl183), and some comments on presentation and illustratdons.

As yet no specific quality standards are set for information products, and the
Chamber has not artempted 1o assess the significance and success of the contribution
which information products make to achieving strategic business objectives, though
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thig could be taken into account in the development of strategy under che new

management scructure.

An

evaluation of the present situation

Jome salient points emerged from the early stages of the case study:

(==

There was no overall planning of key informarion products.

Existing information regources were nol yer fully exploiced o meet the interests of
mermbers,

Thers was a4 need and an opportunity for a foram for cslablishing a Chamber policy
for information products and presentation, drawing in all the ‘stake-holders”,
including the users of the products, and che people responsible for managing the
Chamber's various resources of information. There was also a need for agsigining
specific responsibilicy for thiz azpect of the Chamber's work at senior mansgement
leved.

The development of appropriate information preducts to contobute bo the key
corporace ohjective of assisting the development of member businesses with
informarion had been lindered in the past by the lack of easily acoessible
knowledge aboul members and ather London businesses, primarily because of the
natwre of the existing membership database. Some improvements had been
possible, hut it seeimed likely that the technology and systems would be able to give
optimal suppart to information products only when the Chamber had developed an
infarmation systems/technology strategy related to its key business objectves.
There waz no forinal means of monitoring information products, and no established
eriteria for evaluating them in relation to key Corporate objectives.

Na was theie any cstablished procedure for pre-publication testing of produces to
see whether they cnabled the intended users to get what they were supposed to
gain feoin thein,

Costs were evidently a major deciding factor in the matcer of the presentadon of
products; but it was not clear how e value which they contributed o the
Chamber's wark, or tieir costeifecdveness, was agsessed,

The need for professionalisin in the presentativn of information was not universally
tecognized theoughoul the organisabon, and there was a need for thorough
consideration of liow best to apply the necessary professional skills 1o the
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presencation of information products - in particular where chey should be in-house,
and where it would be more appropriate to buy in.

+ In this connection, there was alse a need for the Chamber to look at (55 use of DTP
and at how efficient and effective it was in Meelng orgapisational objectives,

Change and development

By late 1998, when the study was completed, positive development had taken place

on a number of these i5sues:

« Information products had started to become more ingegrated with overall business
srracegy. and the Chamber’s information resources were being drawn on to an
increazing extent in their developmenc.

¢ The introducton of the Strategy Group into the management soucture in 1997
opened the way o considerdng the creation and use of information products as a
business process. related to the Chamber's marketing stracegy and business plans.

s The Chamber was moving, through its commitment to knowledge management
across the organisation, towards development of an information strategy, With the
support of an ‘informadon-minded’ Chief Executive, the Information Cenfre was
taking an initiating role, in pardeular in carrying out an information audit.

» There was Increasing co-operation among teams, fagilitated by upgraded [T and
Systems.

» Moves were in progress towards proper prepubllcation resting, monitoring and
evaluabon of informaton products.

s Advances had been made in the development of the 1T and systems infrastructure
to suppart information use, in particutar in relation to member businesses, and key
business stkategy.

o Desipn of both exrernally and incernally directed information products had become
more unified, and typopraphically much stronger, thanks to a desipn consultancy
with a good understanding of the work and orentartion of the Chamber, working to
a ¢lear hrief from the client.

«  Adeeper understanding of economics of in-hovse DTF had led to appropriate limits

on it wae.
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The Chamber had also caken its frst steps towards electronic information products,

with the establishment of an effective Web site, and was on i08 way w0 sefring up an
Intranet. which should be able to benefit from the experience of developing die Web
site.

Cutstanding issues

» A policy/strategy for information products — this could grow out of overall business
straregy developrent, but it is gor at present clear if it will be taken into account.

v Assessment of costeffectveness of Information products = the information audit
and knowledge mapagement progranune should help lay the foundadon for chis

developiment,



Case study 8
The NHS Centre for Reviews and Dissemination, University of York

Background

The Centre was established at the beginning of 1994, within the NHS Research &
Development programme, to contribute to the same aim as the UK Cochrane Centre -
that of making high-quality research information on the effectiveness of treatments
and the delivery and organisation of health care accessible throughout the National
Health Service - but with a different emphasis. It describes itself as 'focused on the
distribution and awareness raising end of the dissemination spectrum' (Draft
Dissemination Action Plan, April 1995). Together with the UK Cochrane Centre and a
register of research projects at Leeds, it forms part of a set of initiatives within the
ongoing Information Systems Strategy of the R&D Division of the National Health
Service.

The Centre commissions or carries out reviews on behalf of the NHS, focusing
mainly on effectiveness, cost effectiveness, management and organisation of health
services, and disseminates the results in the NHS to enhance effective decision making.
It concentrates specially on the development of evidence-based clinical practice and
service development. Both functions are supported by research on methods of
conducting systematic reviews and effective dissemination. The Centre develops and
maintains databases of published reviews and studies of economic evaluation of health
care and offers an inquiry service about reviews and economic evaluations.

It was funded by the NHS for three years in the first instance. A review in 1995,
after one year of operation, reported that it had made significant progress and was
gaining a first-rate national and international reputation in its area of work, and
recommended that its funding should be extended to the end 0fl999. At a second
review in the summer of 1998 the review panel organised by the Department of Health

recommended an extension of funding to 2005.
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Ohjectives

The Contre's overall aims are:

To provide reliable evidence to the NHS of the effectiveness of health care
interventions, based on reviewing research

To dizseminate s own reviews and those of othver bodies (including the Cochrane
Collaboratten) to the NHS. This includes reviews undertaken or commissioned by
the Centre, systematic overviews under che aegis of the Cochrane Collabaration and
high-guality reviews and primary research undercakcen glzewhere,

The activicies it proposed to undertake at the start of s work { Janoary 24) were
Undertaking and commissioning rigorows reviews of research Andings on

the effectivensss of health care relevant to the NHS

cifoctiveness of heatth promotion interventione (on behalf of the Health Education
Auntheorisy].

Liaison with WHE decizion makers to priogitise reviews and the questions addressed
i them.

Helping to raise the geieral standard of reviews cacried out for the NHS,

Carrying out research on methods of reviewing the literature,

Disseminaring the results of research to NHS declsion makers.

Metworbkdng with healthcare professlonals in order to encourage research-hased
practice in the NHS.

Evaluating how effective irs initiatives are in maling research findings kmown to
health care decigion makers, and in influencing practice,

Mainfaining and makding accessible databases of systematic reviews of effectveness
of earinents and coonomic evaluadons.

Keeping an up to date register of reviews completed and in progress.

Poviding an information and inguiry service on reviews and economic evaluations
for people within the MHS and for health service researchers and consumer
organisations.

Itz objectives for the pered 1996-199%, formulated in the light of the 1995 review

and agreed in 1396 with the NHS, are to:

1

Collalsorate with the UK Cochrane Centre, the Mational Research Register and other

elements of the MHS Executive to contribute to increased coordinaticon in
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commissioning and conducting systematic reviews of effectiveness and cost
effecriveness of health care and its organisation; and o promofe better links with
the Cochrane Collaborative Review Groups.

2  Promote, in collaboration with the UK Cochrane Centre and the various national
and regional training initiatves, improvement in the quality and conduct of
systematic reviews carried out in the UK

3 Establish an explicit process for identifyring potential review topics and setoing
pricritics [or carrying oul or commissicning them,

4 Maintain and further develop the quality, quantity and efidency of the reviews
which it carries out and commissians. |

5§ Maintain and further develop its publicly accessible databases (DARE and the WHS
Economic Bvaluation Database} and promote their use and that of the Cochrane
Library.

& Develop firther its disseminadon function wirhin the context of an sverall NHS
research intellipence dissemination strategy.

7 Support the work of the Practice and Service Development Initiativela project on
disseminating relevant research to nurses, midwives, health visitors and professions
allied to medicine) and help integrate it into the Centre's core funeTions.

8  Further develop an efficient management, administrative and support funerion.

%  Ensurc that its scaff are able to develop their professional skdlls and experence, aid
o encourage them in doing so.

10 Maintain and develop a balanced research programme in areas relevant to the
Centre's work, including primary research.

At the scart of this case study the Centre's first Director described it as being "moTe
policy-driven' than the primarily 'science-driven’ Cochrane Collaboration, while
anticipating ultimate convergence of their worle By mid-1998, while there was
prospect of their converglng insticudonally, integration of their work was developing,
The Effectare Health Care builetin series had drawn on Cochrane reviews for a numbet of
the topics it covered, and there was discussion about CRD covering topics that the
Coclirane Collaboration did not have the resources to cover, such as diagnosis and
screening, and providing a UK perspective on international Cochrane reviews, The
Centre also provides training for a variety of audiences in using The Cochrane Library, and
works closely with the publisher of the Lirrary in making use of feedback.
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Its policy~driven status means that its chodees of directions of work have to be close
to MHS strategic cbjectives; at the same tme, the Centre 15 a undversily departinent,
and 5o works according to scientific principles, including editonial independence and
freedom o publisl its work. Av the time when this case study starced, sharetly after the
secting up of the Centre, it seemed to be envisaged that there could be disagreement
with the MHS on objectives, with the possibility of influencing the MHE to change ics
views — eg over research on dissemination itself as an activicy. In the event, there were,
especially in che early stages, what were described as 'a lot of confrontatbons with che
KHE", These seem to have arisen frem cultural differences over what it was appropriace
to make publicly known; the NHS, following a long-standing civil service tradition of
suppression of “sensitive’ information. sought to restrain the Centre fiom isswing
material. The Centre, with a different approach to the matter, pursued a consistent
line of standing firm on its interpretation of principles. while being ready to modify
tactics. By the time of the 1998 review . it had largely gained its point and was
encouniering this kind of pressure less often, An important fterning point was achieved
over contracts for work from the KHS; the Centre refused to sign them unless they gave
it total intellectual property and copyright, and actually worked without contracs
untl this point was gained.

While its main goals will remain unchanged, the direction of the CRIFs work will
b alfected by the developments envisaged in the White Papers of 1997 apd 1998 (The
WHE, Modern and Tependable, and A First Class Servicsl, which have highlighted the
Government's determing don to ensure the spread of evidence-based pracoice
threughout the whole of the KHS. This will require not ooly high quality research, but
alzo knowledgze and skills to ensure effective disseminadon and implementation. In
particular. the CRD is likely to be a key source of information for the puidelines which
the Kational Institute of Clinical Excellence will be expected to issue, and i will also
contobute to the work of the Audit Centre for Clinical Gowernance.

Strategies

Meering the Cenlre™s aims requires work in three arcas: reviews, dissemination, and

infarmation, For «ach area. the Centre hias aimed to develop a strategy.
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Reviews strategy

Prioritics for review, according to an inttial stacement of May 1994 were to be decided
in “consultation with the NHS and consumer organisations alongside national and local
priorities’ , Some would be in priority areas defined by the Department of Health (the
Centre bids for these); some from among topics suggested by people from cutside.

Three years on, in 1997, the strategy for choice of subject was described as being
stll ‘more &d ko' than could he wished, and this was still the case by the dme of the
1998 review., The MHS had not been very forthcoming wich ideas on this, and so the
Centre had been left o take the initiatve, Some choices were related to NHS policy
and to implementation prospects.

Selecting an order of priority is described as being guided by an ‘opportuniscic’
approach, allowing room for manoceuvre, and taking into account such factors as
approaches from palient groups (ef enuresish significance and public interest jeg sleep
apnoiea); the need to have a "balanced portfolic': and the range of sponsors available,
There is no central topic selection, but inl 938 the NHS Executive established its own
topic selecton group for the Effective Helih Care bulleting |

Drecisions about reviews to be undertaken are made after interaction with potendal
users to elicit what they want to do with the results of reviews: che aim is to provide
them with a product which they can use for what they want to do.

The majority of reviews have been undercaken by the Centre, mther than
commissioned, The commissioning process is based on Guidelines published by the
Centre {Undertaking Systematic Reviews of Research on Effectiveness; CRD Guldelines
for those carrying out or commissioning reviews, CRD Report 4, 1996] which set out
very detailed procedures. The Centre places great emphagis on following the protocol
and on managing the according to the guidelines, and congiders that the process has
wiptleed well.

Both topics and ¢ontent have developed. There is now more emphasis on reviews
methodology than on questions of treatment: there are more policy-oriented reviews,
which are of inrerest to NHS managers: and more reviews which link directly inco
implementation, a5 for exampie in the feld of cancer. The Centre aims to develop its
work In review areas demanding complex methodologios, in particular those related to
screening, diagnostic cests, and those where evidence is predominantly from
observational data; It also looks o incorporate more detailed cost-effectiveness analyses.
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The Centre uses sittilar metiods for construcling reviews o those employed by its
sister organisation {see p&6}, which represent a 'gold standard’. Each review requires
three kinds of nowledge: content expertise, methodelogy, and informartion science, Of
fuese, it g the last two available on site; the required content knowledge 15 broughe
in as necessary from elsewhere. The process can be initiated from within the Cantre or
from outside; in cither case it is 2 highly interactive one.

Within the Cochrane Collaboration. the Cantre up to 1996 provided the editorial
base for reviewing studies which assess the effecriveness of various approaches to
dissemination. It experiments with approaches and engages in co~operation with other
bodies - for example through a project with the Midwives Information and Resource
Service, based on the Cochirane Pregnancy and Childbirth Database, using focus groups.
and through projects on clinical effectiveness with the Institete for Health Service
Manageinent.

The Centre has also made an innowvative reviewing input to the National Cancer
CGuidance Group, which in 1995 was given the remit of developing guidance on site-
specific cancers for those commissioning cancer services. The CRD's role is (o provide
R&Tr input and interface with tie wider rescarch community. The process starts in
each case with a day and a half spent by a multi-professicnal group of experts, health
service managers and uscrs in identifying the key characteristics of services associated
with significantly improved outcomes. Jurdline propasals are then circulated to health
professicnals, patient groups, managers and the Deparonent of Health, and the
resulbng comments fed into the critical appraisal process in which research evidence
is collated, A draft manual is then produced, and discuassed by focus proups of health
care commiszioners and the responsible subgroup. The draft undergoes Lorther frerative
refinement a3 the research evidence review is finalised with an editomal group which
includes CRD representatives. It is only at chis stage that the final draft manual goes for
comment to the DoH and the relevant Roval Colleges; the key elements arc strongly
anchored o the research cvidence base in the light of expert opinion. A separate
research evidence document is then finalised and sent to the Dol for final comment.

In this process, the Cengre 5 responsible for the research revew [ including
commissioning relevant reviews), for wridng the manuval and evidence document and
helping to produce a four-page summary for GPs, and for disseminatng reselts through

articles in professional and lay media.
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[ts experience has confirmed the advantages of this rather unusual approach: it
ensures that recommendations are firmly linked to the redeateh evidence bagse;
Facilicares professional and expert clinical input which helps apply or interpre!
research evidence and ensure pracucality; ensures that recommendations are
prioridsed so that only the limited set likely to have significant impact on parieng
outcomes/quality of care are inciuded; promotes an explicit approach in which
Justification of recommendations and expected impact is stated; and promotes a maore
accountable and evaluative culture by including examples of how implementation of
recommendations can be measured. And the fact that most of refereeing is cone during
rather than after documents are wricten prevents professional or political groups
changing recommendations in a way that would not be indicated by the evidence. As a
progress report remarks, ‘the process has oot always been smooth and CRDY's role in
challenging the assumptons of experts has at dmes been vigorous.” The fact that
Teviewers were ‘not just acting as support staff in the backeround but were centrally
involved in all stages, especially writing' is perceived to have made o difference,
allowing CRD 1o 'play devil‘s advocate, hring a more sceptical perspective, Temove
some of the excuses and at dmes act as proxy advocates for the commissioning oz

patient role’

Diszsemination strategy

The CEDVs dissemination strategy could be expected to be sef within the context of an
NHE palicy for dissemination of research. In fact, the Centre's Report to the Review
Commirtes {1995) referred to lrs dissemination strategy being hampered by the lack of
a clear NHS and NHS RRD strategy for communication and dissemination - a point
taken up in the Review Committee’s recommendation that it should limit the scope of
its dissemination actvities to prevent over-cxtension, and that the development of an
overall dissemination stratagy should ‘become a priority for the NHS Execurive.” By
1998, while thers was more pressure from the government on the NHS to assign
responsibility for using research results, as the Report for the 1998 External Review
puts it, ‘there remalng a lack of a national cezearch intelligenoe dissemination
stracegy’; this means that “the distribution of research-based messages is often poorly
co-ordinared and their implemencation sub-optimal’ , and ‘contlnues to make the
dissemination role of CRD unclear and at dmes hampers the Centre's effectiveness both
at national and lecal level”, Within the MHS, the main responsibility for dissemination
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policy, while originally resting with the RiD division, is now in the hands of Health

Care, This separacion of policy from resgearch is in line with the civil service radicion,

and, while research fndings are discussed by policy makers within the Department of

Health, there is no forum where ‘stakeholders’ from the research and policy sides can

argue out a policy, and no agresment in principle on who is responsible for che

interpretation of the work of CRD and for decisions on ics use. Because of these tensions

na overall NHS disseminaton policy and strategy has been developed to form a

supporting context for the CRD s stratesy (the National Electronic Library for Heath,

proposed in the Government's 1998 Whice FPaper I'nfarmatior for Health, however, implies

1 commicment to such a straregy and eould hardly be developed wichout it).

The Cenrre's own apinion, pur forward to the 1998 External Raview, is that it
shouldd continue to be responsible for disseminating sysremaric reviews, and for
research on dissemination strategies, because, while not enough is knewn about how oo
gek research findings taken into dedsion making, the UK is probably a warld leader in
this field.

The Centre itself adopis a threalevel approach to dissemination:

+ Level 1 — Core {printad) materials for general dissemination. The products at this
level consist of CRD reports; che Effective Heithcare bulletin [escablished by the
Cenire's first Director in 1992, bafore the Cencre was set up, and carried oo by the
Cencrel; and Effectiveness watters |, which is bagsed on symiemarcic reviews carried out
by others. All are extensively peerreviewed. They are sent directly to a broad
readership and summarised for specific audiences. Guidance on distribution withia
organisations is sent with them., to help engure that they reach the people who can
make gpood use of them. In view of indications thac this does not in fact work
effectvely in maost cases [while over 90 per cent of Directars of Public Health read
these produces, the figure in primary care is only 20-15 per cent), the Centre has
recently (1998) starred asking recipient organisations to nominate a liaison person
wirh whom it can build contacts. The problem seems to be that there is a dearth of
people wha know how to get incoming information e the right people in their
OTFAnISations.

a Lewel 2 - More targeted approaches to specific groups and organisations who have a
potential dissemination role, for example, those actve in clinical audit, medical

advisors in primary care and continuing professional education. The Centre 18 now
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working {June 1998) towards a further stage of dissemination: drawing such
organisations into passing on and interpredng the results of its work,

» Level 3 - The most highly targeted, at a local level. Filot projects have been carried
out to explore potental implementation methods, including the Practice and
Service Development Initiatve — a project to promote evidencebased practice in
nursing and other therapies; and collaboration with the Midwives Information and

women and practitioners,

The Centre has developed {1997/98) internal guidelines for each stage of
dissernination, which set ourt in decail the activigy required at each key phase, Another
recent development in its disseminabon stratesy takes advantage of the Interne: full
text of selected CRD reports and izsues of Efectiveness Matters | and of recent issues of
Effective Health Care bulleting iz now available in ics Web pages.

Appropriate training is seen as part of the Cencre's remic of dissemination, and it
proposed to the 1998 External Review the development of training in how o carry out
sysrematic reviews, how to appraise them, and how to implement the findings.

Infarmation strategy

In lookdng ac the Cochrane Collaboracion]cross-referance to Cochrane case study] it
became evidenr that the role of information and informaton professionals was both
extensive and more intensive than is usual in organisations. This is also the case with
the CRP; its information service ocoupies a central position, and the Information
Service Manager is a member of the management team. While the information service
performs some of the traditional functons, the role of the informacion professionals has
been greatly extended, and they themselves comment on the sense of being valued for
the contributon they malke. They form an integral part of the teams preparing
systematic reviews, for which they carry oiit literature searches, are involved in
primary research, including the development of highly sensitive search strategies.
make an increasing contribution to dissemination, marker the Centre's databasas, give
craiping on the use of the Cochrane Library databascs, and give presentations about
CRID databases.

While the information service has had a strategic plan since 1996 and has a clear

wark plan established ro meet the Centre's targets, a formal organisational informarien
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stracegy 0o parallel chose for veviews and disseminarion has not been called for by the
CRD"s [unders,

Organisatianal structure

By Ocralrer 1993, the Centre had 20 staffs chis had grown oo 35 by 1997, They work in
threwe proups: reviews, disseminaton, and information. The hicrarchy is a flat one, with
tewr levels, With the development of expertse in carrying out systematic reviews, Twi
of the most experienced of the Centre's reviewers cook on the role of 'reviews
manager', responsible for day to day supervision of reviews, and anorther was recriited.
A review team is established for cach review. consisting of ar least Two meviewers, an
information professional and a disseminator, With expenence, the Centre has found a

‘blurning’ between funchons in some teams.

Organisational culture

The culbure of the Cenire is similar to thar of its sister organisation, the Cochrane
Collaboration. in that it is described as open and resoluce for the principles on which
its approach to ics work i3 fownded. which could be formulated as honest endeavour to
bring together and incerpret evidernce, sad oo make ir fully accessible to all

stakeholders wha hasve an tnterest,

Decision making on infarmation products

Decision making covers in the Orst instance Ui reviews themselves, and then the
products based on chen,
The dissemination strategy describes the processes identified a8 part of
dissemination; they include:
v Disseminalion perspective in preparation of CRD reviews
v Ildentifying which core prosduct(s) will be prepared as part of level one actvity, and
what level two and level thres acfivities will he undertaken
# Evalvation and feedback

The decisions are caken by the dissemination growp, and take inco acoount:

«  The requirements of the people commissioning e review
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» The views of CRD staff

» The resources available and the changes in practice implied
« The nature of the research evidence

= The target audicnce

= FEnd user views

Costs and budgets for Information praducts

Table 1, based on budget estimates for the period 01 G4 1998-31 03 1993, shows
the costs asseciated with the Centre's informacion products, in relation to total costs
and =alary costs of its core activities.

The costs associared with information produces (exclusive of the salardes of staff who
spend some of their Hme in writing, edifng, erc} amount to over 416,000, a large sum
in relation to the total core costs of the Centre [E926,000} A very small proportion of

the costs is recovered in sales and subscniptions

The infarmation preducts

Externally directosd praducts

The Centre's main external products are:
1 Database of Abstracts of reviews of Effeciveness (DARE)
2 NHS Economic Bvaluation Database {MHS EED)

Users of the Aatabases consist of NHS decision makers. clinicians, managers. DARE
became publicly available in pilot form in February 1995, and went on-line in November
1995 Besides belng accessible on the Internet through the Centre's web site
{http:jnhscrd yorkacuk), it is alse available on COHROM as section 2 of the Cochrane
Library . NHS EED was launched in autumnn 1995, The Centre's Ongoing Beviews
database is available as part of the Mational Besearch Begister

The CRDY's reviews strategy is supported by its Guidelings on the conduct of systematic
reviews, desipned to help reviewers, and due to be completely revized, with additional
chapters on new areas such as reviewing evidence from observational data, diagnostic
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Takle 1 Costs assaciated with CRD inforration praducts
Costs associated with information products in italics - tofals unndeclined

CRE Care

Total Casts £924,000
O wehich:

Szlaries 592,000
Mor-zalary costs: 7,000
Inciuding

Fublicetion and docurment acguisitian

online searches 23,000

Freparation and dissestunation of matenals 2 T

Lavel & dissaminaton

CRE reports:
Production and Frinting, per regart 1,200
Fostage 1,000
Packing and labe:s 250
& reportsiyear 13,500
Fromotionalimarketing matarial 5000
Copy aditing for all printed materia! 2,500
Workshops
(o disseminate results of reviews) 20,000
Clinical Effectiveness Metwarks 10,000
Total Level 1 dissenimation costs 51,000

cont nued
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Table 1 Costs assacated with CRD infarmation products
Costs assaciated with information products in italics — notals yunnderlired

CRC Care

Total Costs EFZ&,000
Of wnich:

Salaries 592,000
Mon-galary costs: Q97,000
Ingluding

Puklication and document acquisitions

crline searchas 28,000

Freparation and dissemination af matenials G0

Level & dissamiration

CRD reports:
Froduction ang printing, oar report 1,000
FPostage 1.000
Packing and labels 250
& reportsfyear 13,500
Fromotonal/markeating rmaterial 000
Copy editing for all printed material 2.0
Warkshops
[to disseminate results of reviews) 20,000
Clinical Efectiveness Mebworks 10,0049
Tatal Level 1 dissamination costs 51,000

continued
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Tahkle 1 cortinued

Cochrane Library and ather database training

Including:
Crevelopment af training materials

Effective Health Care Bulletins (7/year]

Par bulletin:
Additioral research input
Pre-production costs
Printing, distribution, etc.
Postage of individual copies
Fear review

Total per bulletin
Tatal for 7 bulleting

Total cost of rew review work for
Bullatins

Effactiveness Matters [2/year)

Per izgue:
Research input
Production and printing
Postage
Fackaging and labels
Fear raview

Total par issua
Tatal for tend 1ssuss

Tatal cost of rewview wiark

test evaluations, and evaluations on screening [available as hard copy CRD report and

o web sice),

Three main series of print-on-paper products have specific roles ln the CRD:

dissemifnarion straregy:

»  Effective Health Care hulleting {seven per year), designed 1o bring the results of
reviews on the effectivensss of health service interventions (o decision makers.
Effective Health Care started in 1992 on the initiative of the Director of the Centre,
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before the Centre was established. The intended readership was public health
physicians, managers and health journalists and the aim was to provide them with
ligh qualiry data and statistical treatment. Today, over 50,000 are distributed free
of charge within the MNHS to Trust Chief Executives, Medical Direcrors, Clinical
Audit Committees and Libraries, etc and to Health Authontes For distribution bo
GPs, Topics of 199899 jssues include: Cholesteral; Child Health Surveillance; Cardlac
Behabilitation; Deliberate SeltHarm; Smoking Prevention, Professional Behaviour;
Dental Health; and Mabetes,

¢ Elfecbiveres Metkers (Dwno per year] — a serles [o complement Effectiveness Malters,
covering topics more briefly in what is descoibed as & "more journaliste style’ and
summarising che results of reviews for a wider avdience. Over 60,000 are distributed
free within the NHS. The planned issues for 1998/98 cover Wisdom Teeth and
Primary Care Infestations,

v CRD Reports | six per year) - decailed discussion of che resules of imporiant
svstemmatic reviews, Sold through the Publications Department of the Centre. Sales
figures vatvs a recent report sold over 1000 copies of the Summary, and over 200
copies of each of tie three parts, which Is abeut average,)

Another important aspect of dissemination 18 featires and articles contribwred by
Centre staff to the relevant professional press. Examples include a repular
contribution to Nursing Times,.a monthly column in Headth Director, and articles on
the Centre and its work in such journals as Journal gf Clinical Effecttvene:s,
[rtgrrurtiona] Jowrmed of Technolowy Assessmend in Health Care, BML, and Internaticnal Jourmat
Jor (healéty én Hewltk Care.

Some of the Centre's products are joint ventures with other organisations, like the
seties of 10 paired [eaflets on pregnancy and childbirth (one for mothers and one for
professionals] prodoced joincly with MITHES (the Midwives [nformation and Besorroe
Service); and leaflecs commissioned by Health Authorities jone on glue ear for the
Eedfordshire Health Authority. and one on cararact for the Bucks Health Aurharity)

WHS policy et phasises the importance of informing paciencs about feearment
oprtions #id thweic «fectiveness, but there are sull few research-based macetiafs of this
kind, & recent study by the CRD [March 1928) explores [es oprions for developing
information packages te disseminate the findings of systematic veviews of heath care

patl
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effectiveness 1o patients, consumer groups and the general public. [£ suggests

principles to gulde its approach 1o the task ag:

« Continuing to focus on information derived from rigorous systematic reviews of
research evidence

+« Honesty about the relative effectiveness of different options, with explicit
encouragement of appropriate attention 0o individual patients' needs and
preferences, and realism about the resource implications of decisions.

« Cottnuing to draw on research evidence about the effects of different approaches
oo providing research-based informaticn to lay audiences

+ Pormal evalvation of information materials

« Collating and responding to feedback from users

» {Concentrating on materials which will be useful, and not duplicating effort

» Coordinating this kind of dissemination with the CRDVs wider strategy and with
KHS strategies for information patients and other lay publics.

The Centre favours a solution of seeking funding to allow it to produce information
materials for lay andiences on a more roukine basls that at present; ic put a proposal to
develop parallel consumer versions for relevant bulleting o the NHS Executive in 1598,

(rther information products are the responsibility of the Information service, which
produces standard informarcon sheets gn the subjeces of frequent inguiries {for
example on Systematic Reviews, Search Strategies, the Centre's databases, Sources of
training and advice on conductng systematic reviews); and an introductory gulde for

users of the databases.

Imternal information products

Manual of writing abstracts for reviews databuse, and Guidance an the NHS Economic Evaluation
[atahase (CRD Report &)

Tha CRD web ste

The Centre's web site, established in 1996 is a kind of ‘'meta-informarion product” in
that it 1% borh a product in itself and a “‘container’ for all the CRD's other products,
both electronic and hard copy, ta which it not only gives desktop access but also
provides connecting links and means of navigating, It is a conspicuously well-




Case shady The MES Centre Br Bevlews and Dissemination, University of vork

structured site from the conceptual point of view. The main areas, and the sections to

which chey lead are:

-

Introduction o NHS CRL

Svstemabic reviews

About systematic reviews, Completed CRD reviews; Eeviews in progress; CRD
imitiative co establish register of ongoing reviews: CRD guidelines [full text of lic
CRD Report Mo.d4, 1996); Search strategies for identifving systematic reviews and
meta-analyses; Training and advice on svstematic reviews; Bibliography
Dissemination

Introduction to CRDs approach and strategy

Costeffectiveness informarion

Publicadons

CRED publications; Effective Health Care Bulleting [full text via Adobe Acrabar Reader
and direct access to contents and main Ondings): Bffecriveness Matters [full text of
most isgnes).

Contact NHS CRD

Informarion Service

Contact addresses; sample questions; CRD databases helpdesk

Search our databases

Search oprions; predefined searches (records with informadon on commoanly
searched fopics),

The incerface is a straightforward coe, with a simple template to complee and
clear supporting search hints {unfortunacely the narmow measure of the column in
which they appear, and the consequent very short lines, makes for difficult
reading], the interaction wich the system to select items from the search results is
simple, and the DARE abstracts have a useful standard set of headings.

Cochrane Library training

Contact name; details of support materials available: guides, manuals and materials
to use as the basiz for raining sessions (o large downloadable selftraining guide and
a brief introducticn to using CLIL, supplemented by secs of Power Point slides), The
guidance marerial is authorim@tve, but continuouws prose, on paper as well as on
soreen, is o rather dense medium for presenting highly complex instrctionat
information on carrying out activities (there 13 a good deal of research in the
information design field which indicates alernatves to prose which pecform betger
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and give users more help). Anecdotal feedback from wsers about the training
materials is favourable.
« Links to related web sites

A comprehensive annotated list

The Centre has congidered selting up its own intraner, but so far continues to use

the University intranet.

Infarmation resources

As deseribed eatlier, the nformation professionals on the scaff of the Centre, like those
in the Cochrane Collaboration, have a contral mle in the creation of the information
products which are its main offering, which goes beyond providing a convention
information service. They are responsible for developing the Centre's databases, with a
particular input on sirugture and cerminology control:

+ Database of Abstracis of reviews of Effectiveness (DARE)

« NHS Economic Evaluation Database (NHS EED)

Other responsibilities include helping to develop scarch strategles, keeping
regsearchers up to date, and offering an inguiry service. They provide support for
internal researchers in defining questions, in maldng searches, and in identfying
where relevant literature is actually located. Guidance is given to reviewers on what
they can expect in varipus sources when they access them.

in developing DARE, the service used Medline, Current Contents Clinical Medicine
CD-ROM. and hand searching; more recently it has added other sources, including
Payclit, Biosis, and the alternative medicine database AMed. The service has developed
its owm strategy for identifying systematic reviews, which it then sifis and passes to
reviewers for assessment. The assessment classifies them as Reject, Source ardele, or
Accept for qualiopadded abstract. They are then recirculated for independent
assessment, alter which structired absrraces with an assessment of methodology are
prepared and input to the public darabase,

The infortnarion service was also responsible for dedsions on and purchase of
software for databases. The Idealist package was selected as standard for internal use;
in mid-1998 it was stll in use, but the servlee was looking to replace it and has now
gelected CAIRS The public databases use BRS/Search software. Decisions on IT putchases
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and on bibliographic soffware are faken on a shared basiz, wich the inwolvemenr of end-
L5ET5.
While the DARE database is available as a module of che Cochrane Library, iz

structure bas no similarity to that of the Cochrane reviews.

Human rescurces for information products; provision far specialist skills

Transforming reviews nto core products 'involves summarising reviews, edibng, peer
eeview, design and publication.' (draft dissemination stratesy, 1995) - all specialist
sldlls,

Writing

The Centre has developed a thorough prooess for the steps leading up to writing its
preslucts, with the aim of ensuring that the presentation is appropriate for the
intended readership, for the ways in which they will need to use chem. and the
content Foos proups are used in order to gain a concexc of the views of ihe target
audience for leaflers and a lengthy perind is desoted o writing them, Al pringed
products are peer reviewed. While some outside wrirers have been used on occasion, by
1993 writing was mainly in-house, and regarded as part of the job of the staff concerisd
with the work on which the products are baged, some of whom were described as
being very skilled. Where outside writers are commissioned, there is very close congact

wilh them,

Design

At the start of the Centre's operations, the approach to design was faicly ad hoc, The
design of the Effactive Health Care bulletin when Arst issued {the bulletin originated fom
the University of Leeds, then moved to York when the CRD was established) was the
responsibdlicy of the publisher; reports were designed by the Publications Manager,
following the example established by the Centre for Healch Economics for its papers,
which were apparently based on two principles, one negative [ ‘they can't be zeen to be
inoking too plossy], and one pogicive (' near bur not gaody)

As the Centre’s work developed, it began to develap ics own approach to design.
When Effectiveness Mazters was launched, it was designed by an outside designer, to a
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brief From the Cencte, The redesign of Efective Health Cre in 1995 took the form of a
template which an outside typesetter could follow (design commissioned by the
publishers); the same approach is followed for the production of Efectivensss Matters, The
Centre’s reports inltlally foltowed a similar house siyle to that of CHE papers, but in
1997 they too went out of house to a dip typesetter [QuarkXpress) who applies an
established CRTY house style.

The Cencre today talkes visual design sericusly and warks closely with the designers
it uses; while 2 number of degigners have been commissioned in the past, it now works
mainly with one designer whose approach iz found appropriate.

Editarial

When the Centre was established, a decision was taken to have a joint publications
unit with the Centre for Health Economics, and this armangement contnues, In 1994, at
the start of this study, one staff member was responsible for editorial and production
work on both CHE and CRD publications, The job consisced of taldng drafts, copy
editing with some content editing, seeing items through producrion, and marketing,
together with editorial work on Health Economics. The job-holder had 'grown into the
Job', and by mid-19%7, as Publications Manager, was working with a team of cwo on the
printed publicacions of the CRD and those of the CHE.

The presentation of information

The Centre aims ro bulld a positlve product identity and 'brand loyaity® for all core
publications with all its potential target audlences. The draft strategy speaks of striking
a balance between having enough vehicles for disseminating different forms of research
evidence and ‘confusing audiences about the distinctions berween them.' A similar
polnt was elaborated for the 1998 External Review, with emphasis on the differences in
presentation required for differenct kinds of review products, as between those
addressed 0o the people who commission them, and those directed o the audience
whom they seck to influence.

There was awareness from the start of the problems of presenting complex
information in reviews, helping readers to extract the meaning, and writing for a range
of audiences, and of the difficulty of deciding when to write in-house, when to

COmmission. and who oo commission
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The role of visual presentation in solving these problems appears not to have been
much to the fore in carly days. It was reported in 1994 that decisions about design were
nol taken on the basis of content, complexity of information, e, although they were
telated to audiences to some excent, eg Efectivencss Matders had to be 'attracrive to pick
up's and hence the degision co have ir professionally designed. Tater, however, more
attention came ra be paid o content in relation o readers. a process which began with
the 1995 resdesign of the Effective Heslth Care bulletin, with the use of graphics as well as
statistical tables, when the CRD was established. (see also the account on p221 of
studies by CRI staff on the presentation of imformation to consumers, wlhich is relevant

in this concext.)

Froduction

Wlimn CRD began its work, products were onginated from in-ticuse word-processed
disk=, with no internal wse of dtp, and cutput in-house via a laser printer. This was the
situation as described in 19%4, for CHE produces, and the intention seemed then co be
that most CRD products - except those designed and printed externally an a separare
budget, like Efectiveress Mettars, wolld be treated in the same way. By 1998, as
described above, everything was being handled by an outside typesecter, taking disks
provided by the CRD, and princed externally.

Testing, menitering and evaluation of information praducts

The original draft strategy for disseminacion ingluded esaluation and feedback. For
each evidencebased topic, a dissemination protocol was prepared by the team
concerned, identifving dissemination activities to b underraken, key tasks and
fimescales, and providing 4 basis for the feam o evaluate their work in terms af
'process'. All Level 3 actvities were to be evaluated, to assess the oulceme of specilic
dissemination activities. 'Given the relative uncertainty over the acceptability and
appropriateness of its core rublications, CRTY will need co review them at regular
intervals” (Draft strategy, Apeil 1995),

There was awareness of the practical difficulies of evaluating the ourcome of CRD'S
activity, and acceptance that the Centre needed 1o adopr an iterative process’ for

developing the dissemination of research evidence on effectveness, because thers was
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only limited eXperience to draw on from elsewhere in NHS, and no clear WHS R&D
dissemination strategy.

It was indicated that the team concermned with dissemination would be responsible
for testing wsability, and it was suggested that ultimately users might be involved in
pre- and post-publication testing

EBvaluative work in fulfilment of the strategy began inl996, A randomised trial was
catried out on the impact on general practice of Evidlence Maltérs, and a readership
survey of Bffective Health Care bulleting was conducted among District Health Authaority
stalf, Results to dace show high levels of self reported awareness and readership in
some audience proups (*00pet cent for Directors of Public Health), but lower levels in
others [eg 25 per cent in general practice),

More recently the Office of Public Management has investigated the dissemination
of Effective Health Care bulleting , The study covers how they are distributed within NHS
organisations, their impact on the [ndividuat and the organisadon, and the most and
least effective features: [t 2sks abouc general awareness of EHCh and about views on
quality, design and layout, and asks questions about specific bulletins.

Untt 1998 there had been Hitle evaluation of material of Level 3 type {eg leafiets for
patients and professionals). More recently, the Universities of Sheffield and Glamaorgan
have been commissioned to evaluate the use of Informed Choice Leaflecs in maternicy
care: these studies logk at users' knowledge of the topics, their ardtudes, and
psychological, emotional and physical outcomes, together with organisational and
evonarmic factors,

It is Interesting to find that, as part of the pre-publication reviews procedure,
materal designed for patients 15 always sent to the Flain English Campaigh., As
discussed in Chapter 4 [this is a chapter of the thesis on existing relevant research]
Plain English as a means of ensuring that readers can make use of information products
in the ways cthey need - eg finding and extracting required informaton. underscanding
it and acrlng appropriately on It = has been strongly criticised by many researchers. The
purpose of the sgcrutiny in the present case is primarily to ensure readability; the
critical aspects of how effectively readers are able to make vuse of the content are
coversd by evaluation and peer review.

Members of CED's staff and other researchers (Entwistle et al, , 1998) present an
interesting discussion of issues that have arisen during development and introduction
into practice of information materials designed to present research findlngs o
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copsutners, which aim to promote clinical effectiveness and informed patent
participation in clinical decision maxing. They emphasise tha qualicy criteria shonld
he determinsd by ‘consideration of the intended purpose of the informarion matertals
artd of the consequences of their use’. 50 in the case of these information productes, the
information presented should reflect best availabie research evidence, presented 5o as
to be “acoessible, comprehensible, and usable to its intended audience.

They refer to the particular need to make careful decisions about how probabilities
are framed and the types of statistic used to communicate chem. They also stress the
importance of processes to ensure the qualicy of the products, and the need for o range
of expertise and skills, from ability to access, critically appraise and interpret research
evidence, 1o understanding of patients” information needs (see Figure 1)

Frinciples for development of teaflets for all four projects considercd were that:
1 Content should be based on, and consistent with, the best available rescarch
evidence of effectiveness; uncertainty should be acknowledsed where it exiscs
2 Versioms for health professionals should encourage appropriate attention to issues of
importance o pshents
3 Versions for patients should address their informaton needs, especially related to
decizsion making,

Far theee of the four, the first text drafis wore written by journalists of various
¥inds, from medical to popular women's magazine, the other was written by a CRT
dissemination ceam, Professional graphic design was commissioned for all. Edicing was
done either by the project team, a CRD disseminaton teamt or (in the case of the
pregnancy leaflers, by MIDIRES (Midwives [nformation and Resource Service), The aurhars
refer to the problem of finding the right tone, eg net being oo paternaliztic. Advice wag
calcen from the RRIB about type size and paper for the catacact leaflec,

The authors acknowledge the problems of interpretation and the impossibility of
vilue-free judgments; in dealing with them, it is essential to understand what the
intended audience kmows, believes, feels, needs o know; and to have knowladge of the
context of use. They conclude that the producrion of such materials should be as far as
possible independent of vested interests, and that thers should be dgorous research 0o
evaluage the effects of different techniques and types of materials, (See alse Coulter,
Entwistle & Gilbert, 1998, for a thorough assessment of the gquality of a number of

patient Information materials)
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Figure 1
Basic production processes for development of patient information material

From Entwistle et al. [1%948)

5 s . Systematic reviews of
Patient information needs and g
. : effectiveness and other
contextual information j
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Mo atrempt has as vet been made to establish the cost-effectiveness of the CRIXNs
information products [June 98]

8o far as the databage products are concerned, while initially [as reported in
Erddeneeased Purchasing, October 1995), there was a lot of feedback from vsers on the
search interfaoe for DARE. by 1998 they appeared to have got used to it A 1996 survey
by SECTA of the reguircments of existing and potential vsers confirmed the problems,
and recommended a good Web interface as Oie most helpful formac for novice users,
The job of redesigning the Web interface for DARE to mmake IC ¢asier (o use was put oul

to render, As not all users have Web access, the old interface has also been retained.

An evaluation of the situation

There are many positive fealures o note here,

¢ The main one 15 perhaps the organisational strength which the CED deploys in is
relations with the NHS, the Cochrane Collaboration, and other institutions in its
field, and in the management of ics own actdvitics in conducting and
commissioning reviews. This has provided a strong foundation for developing the
information products which are its raison detre, and for the extended future role ir
envizages in the dissemination and implemencation of evidence-based practice - a
role which will demand thinking about new kinds of informarcion products.

a The intepration of information professionals and information resource manarement
into the core acdvicties of the Cencre is an aspect of this organisatonal strength
which gives critical support co the development of information products.

+ Informadon products themselves are integraced inte the whole review and
dissemination process, which has from the scarc been the subject of careful thought
and monitoring,

= There is strong emphasis on raining for all stages of the process from planning and
cartying ol reviews, through coeating information products based on them, oo
Jdissgemination, [n partdcular, there is good support [or writing, which is - rightly -
sten primarily as an in-house task.

+ Peer reviewing of information praducts is a standard part of the process.

+« There is a commitment to pre- and post-publication evaluadon of the effectiveness
of information products, and useful studies have besn made of user response to
them [though nothing as vet on coslefectiveness = good cost daca on the produccs

are avallable, so there is a basis for extending into this vital area)
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+ Becent studics {Entwistle et al, 1998) on products for patients show an cxemplary
‘information design’ approach, in terms of taking info account content, who will
use the products, and how they will want to use then.

a The Centre's web site - an Informadon product in itself, and a ‘container” for the
whole range of CRD products - is a very wellstructured one from the point of view
of conceptual links and support for moving around the content. Tt is encouraging to
know that there is an interest in osing the experience of developing the sloe o
think about the whole range of information products and their presentation - for
cxample, how the visual presentation of existing hard-copy produects may need to

be moditied for ons$cTeen use.

There seem to be twi factors which stll cause problems, one midnor and one major,
The minor one is chat, while there is 2 sound process for developing information
provducts, typogtaphic design appears (o ger rather less attention than other aspects, in
terms of drawing on professional knowledge about the influence of ovpe Gice, size,
apacing, measure, eto [except, interestingly, in the case of the cataract leaflets in fact,
while these features are clearly of special importance for users with visual impairment,
they actually have a large, though often unrecognised, influence on all readers). With
more artention now being paid to content and its presentation in reladon to readers,
this aspecT may come [ receive the attention it merits.

The major problem, which may make for difficulty in future, as it has in the past, is
the lack, at the time this study was completed (autumn 1998) of an overall NHS and
MHS E&D strategy for communication and dissemination, which threatens to
undermine the pioneering research by the Centre on ways of getting research fndings
takeen up and acted on.
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The dsurance dndustry bas g S Bivtery of efeg tereiile af presenidar Soformats’

AR INSUTARCE CORMPANY Manager

Background

Morwich Union has been associated with the city of Monwich for over 200 years; and is
the largesc emplayer in che city, A mutual company for most of its existence, owned by
its with-profits poticy holdecs, it became a ple in 1997, The shareholders who now own
it include besides the policy holders, mstituticonal and privace inveztors and staff
members,

The Group consists of two major UK insurance businesses, weether with a number
of subsidiary companies and an International insurance business, They work within a
federal structure, with a high degree of autonomy fior each individual business.
Worldwide staff numbers at the beginning of 1999 were nearly 17, 000; 14,000 of the
Croup's employees work in the UK - just under half of them in Morwich,

The UK General Insurance arm, which is responsible for all non-ife personal
products - including motor, household and travel — employvs alimost 6,000 staff
(including subsidiaries}, 3000 in Morwich and the rest in 28 regional offices, Dealings
with its six million customers are mainly handled through intermediaries: 11,000
Insurance BrokersiAgents. of whom 6.000 are supporced from regional centéres and the
remainder from Norwich. General Insurance also covers commercial insurance
products for usinesses, mainly ‘packages’, discributed mainly through insuerance
brokers, The direct arm now kas over one million retamed policies,

The UK Life and Pensions arm, besides life insurance, also deals with pensiong and
investment products. It accounts for 6,000 staff (2,500 io Norwich, 1500 in $hetfield,
and the remainder distributed around 36 regional branch offices), and serves 2.4
million customers, 95 per cent of them through Independent Elnancial Advizers (IFAs)
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The Group's Investment Management operation manages the life and general
insurance funds, pensions. OEIC funds and I8As (previcusly PEPs and unic truscs); it
provides a full investment management setvice for other parts of the Group and
manages investments on behalf of the Group's UK customers.

Its lnrernational operations employ 4,500 staff and enjoy a high degree of
autonomy, but opetate under the umbrella of the Group's worddwide corporabe
identity.

The Group's 1998 operating earnings before tax were E716 million, and the value of
irs worldwide funds under management was £57.6 billion at 31 December 1938,

Key cbjectives and strategies

The Group's mission was formulated in diese terms in 1991:
Ta develop Marwich Union 25 a leading provider of insurance anc
related financial services principally within the Eurcpean Camrmunity.
Cur priadty 15 to satisfy present and future customers through:
value for monay
fair dealing
high quality service

Subject to this, we aim to graw as vigorously as possible.

The UK base was spen as of paramount importande o this mission, and these

objectives were established for it in 1991:

» Toget closer to our customers by underscanding and responding to their needs and
breadening our distribution channels,

« Tocoeate a better, more efficlent service ag well as maintaining the quality and
security of our products.

« To provide a competitive range of products and make the most of our investment

axpertise.

By 1995, the Group goals were defined as:

» To deliver consistently to all group customers excellent value for money and a high
qizality setvice,

» Tobe the preferted parener for intermediaries who alse value high quality products

and scrvice.
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To operate profitably and progressively grow the value of the Group for our owners.
To maintain a lesvel of financial strepgth fo support business risk and reassure
customers and intermediades.

To be a team which takes pride and pleasure in being part of Morwich Union

To be active in supporring the communides in which we operace.

After flotation, the Group's primary objective had become simply ‘to create real

growih in sharcholder value'; the means to achieve it were defined early in 1999 [in

Unplugeed, the wehicle for communication of management thinking to staff) as:

Achieve significant growth — from increasing existing business and by acqguisition
Increase the percentage of business outside the UK

Increase the direct customer base

Provide high-guality service at low cost - through skilled, well-inotivated staff
supported by new technology

Create strength by pooling resources across the Group — in particular by sharing

lmowledge, processes amd resources.

[ts overall brand strategy is currently defined [on the Morwich Union wekb site] in

these terms:

We offer gur customers financial security by kelping them aave for the future,
provide against the unexpected and insure the things that are importart to them.
We give better pratection thravgh our wide range of good value, hign perfarming
prod.acts.

This ig summed up in our staternent "MNo one protects more,

How we go about ik

We aim ta garn the trust of our customars by

lisgtenirg to what they want..

devaloping innovatve solutions based on experience...

and censistently deliverng oo quaity sendce and praducts that are among the

bess intheir fiald,

Organizational culture

Large cultural changes have taken place in the [agt decade or 50 in what was a very

rradicional, hierarchical and somewhat inward-looking business, and they are stli in
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progress. For the first time in its hiscory, the company began making senior
appoincments from outslde its own ranks, often on fixed-term contracts; its Instudion
of an cqual-opportunities policy has led to a more balanced distribution of women staff
throughout most levels of the occupatonal pyraid (though as yet they are rare in the
top layers of management). The age profile has alse changed in e past few years; with
a large incake of school-leavers between 1988 and 1991, and a subsequent 'downsizing'
of the Group's operations in 199253, many over-508 took early retirement, and there
are mow few staff over the age of 55, The lowet and middle management group is now
predominantly young. These changes are seen as having both advantages and
drawbacks; while a more questioning and less accepting approach s characteristic of
roday's workforce, there has been 4 loss of managerial inowledge and experience,
especially in dealing with people and communleating. and chig is identified as
something to be rectified through training and developinent programmes.

Other developments are designed to bring about further changes lon corpotate
culture, with the aim of enabling the company o compete sucoessfully in a mpldly
changing business environment. Norwich TTnion is historically a group of different,
largely autonomous, compaties, each wich itz own culture. It has been described as a
'consensus organisation’ which avoids imposing company-wide standards, and there is
little tradition of lateral communicaticn between the different businesses. In recent
years, the company has been seeling to move towards being more of a group and less
of a federarion of slightly feudal demains. One of its steps towards this aim was the
commissioning in 1991 of a unified corporate identity (sec p242), centred around che
theme of ‘one-ness’, defined as 'A Group with many successful parts mther than a
series of businesses,' The importance of working as a 'single entity', in terms of workang
topether across different business units while maintaining the accountability of
individual units, continues to be emphasised; since flotation it is seen as critical for
the value of the Group as a plc, "Working together and sharing experiences across the
Group will be key to maximising the value we can create as Norwich Linion plc', as the
new Chief Executive put it in his first communication to stalf (Ueplugged, [ssue One,
1998), [t is now also a brand issue, This kind of cultoral change 1s easier to put into

words than into deeds, and some problems encountered ate described later.
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Qpen communication

For the past fewr yoars there has been a strong commitment on the part of top
management (o 'open commiunication’, The strategy for internal commurications was,
at the start of the study, the responsibility of the Group Corporate Affairs divisien. [
began with o major staflf opinion survey cartied out bv Personnel in 1992, o which
there was an 30 per cent response rate. The replies showed that employees' preferred
way of receiving information about the company was through team meetings which
included their gwn boss, On the basis of this, an 'Open Forum' internal
communications programme was introduced, which included regular presentation of
corporale information through team meetings and supporting publicatdons jone in-
louse "Open Forum' publication presented a section on pecforimance Qgures which
were larpely negative - as a response to earlier staff comments which complained the
company was 'elossing things owver'].

Open Forum had by che end of the study been replaced by the Unplugged’ process,
but the emphasis is still en information sharing, information flows upwards and
araund, as well as the raditonal top down, and formal feedback up oo the highest
lesel of management. It may be that the change in the compesition of the staff, and
the more questioning and less docile approach it has brought. is scting the pace for
management. Emphasis continues to be placed on open communication, however
embarrassing or difficult ic may be on oocasions, although the change ro ple status has
brought the necessity of protecting marketsensicive information, and taking account
of Stock Exchange regulatons which may affect the dming of disseminating certain
kands of information.

Cuality

AL Lhe start of the stady, a programme under the e Renowned for quality’, sought
tz establish performance criteria for quality. 1o gain commitment from all members of
staff to innovation at all levels and productive team working, and o encourage
managers 1o lead by example. The driving force behind the programnie was the
realisation of an 'enormous gulf between the perceptions of senior managers and chose
of Cleeir staff abowut how far the company lives and works by its ‘core values of
customer ficus, responsiveness, dependahbility, openness, teamwotk. concern for
others, and integricy.
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By the end, the programme had evolved inte Norwich [Inion's brand strategy
which aims at 'consistently delivering top quality service and products that are among
the best in cheir field', Each business area seeks to meet this aim in appropriate ways
and over a imescale that fits in with their buginess operational plan,

Decision-making for information products

All these moves towards change in the corporate culture have a significant bearing on
the way the company manages its information produces, both internally and externally
directed. There is an organisational link, in that the Internal Communications
[previously Publishing Services) section, within the Group Corporate Aftairs division,
has responsibility for key internal and corporace publications, and an advisory mle for
others; it has spedalist professional staff, Including writers and editors.

The autonomy of individual businesses means that they are responsible for
decisions on the information products associated with their own products. Decisions
on what external information products should be developed are talken by marketing
and sales staff of the individual businesses as part of their matketing plans. Typically,
when an insurance or invesmment product is to be launched, the team member
responsible for the Hterature plans and writes the preducts for customers and
intermediaries, and develops the design brief on the basis of the product specification;
launch material is often cutsourced.

While chere is 2 declared policy of relating proposals for informacon products to
specific business objectives, there is as yet no toplevel managerial responsibility for
enforcement or for developing an overall strategy that could still take inte account the
differing strategic roles and communications needs of individual businesses. A step in
this direction was taken in 1993, however, with the setting up of the Marketing
Steering Group, which potentally provides a forum for an overview of the information
products of the individual businesses. Chaired by a Director, its membership consists of
markefng managers from the different businesses and the Group Brand Manager; its
terms of reference {currently - May 1999 - under revisfon) are:

« Ta provide a reference point for the UK Executive Board on the marketing activicies
of the Group, specifically ensuring that these activides are aligned with the
Group's long-term business siracegy.

« Tomake Norwich Union's overall marketing effort more effective by co-ordinating

the acrivicies of the individual businesses

|
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v Toprovide a fotuwm w develop and implement best practice across all markeding
activitics.
s To be responsible for group-wide marketing acovites, including:
Management of brand policy
Developing grougrwide customer strategy
Establishing a product development policy for the Geoupr
Managing a calendar of Morwich Union marketing campalgns

Managing a relaticnship with creative, media and rescarch agencics.

In the Insurance Broker channel of General Insurance, product proposzls are puc
forward, setting out the kev 'message of the product, the production methods, and
the ‘tone’ chact is sought. The Corpomate Clients channel of General Insurance negoriaces
information products direct with ics customers, in accordance with the nature of the
business relabdonships; the inidative is sometimes from the client's side and sometimes
from that of Norwich Union. The practice of the Life and Pensions business is different
again: the management celaces its business strategy to the main group goals, and uzes
it as the basgis for deciding on its communications strategy. The Marketing
Communications Manager las responsibility for deciding on information products:
advice is taken fromt colleagues in the sales force, who receive valuable feedback from
the Independent Financial Advisers with whom they are in daily concact. S0 fir as the
international operafions are concerned, the busingss in each counery is responsible for
decisions on its own information products, in the light of knowledge of the local
market.

The Identity Management Team ($ee 241 for more about its work), which is
responsible to the Group Brand Manager, provides expertise on design and prodoction.
It is responsible for managing the corporate identity and rthe estzblishment and
management of a network of external destgn suppliers who can be accessed as
required by the desipgn units in the businesses. The purpaose is to ensure effective
management of the brand, maximum henefit wirh minimum cost, and better
management of standands,

Business-related informarion products are now caregorized into three leveis:

& Level 1: These are mainly reprints of existing products, in which the Identity

Management Team is no longer involved. They go straight from the originators oo

the proup purchasing deparcment, and then co outside printers.
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» Lovel 21 Material requiring some professional design input, for example, form design
and new verstons of existing products which require changes in typography.
Responsibility for producing these rests with the individual businesses, which hawve
some design capacity (not fielly qualified | among their staff, with guidance from
the Identity Management Team a5 required.

s Level 3: Major new produces or relaunches, requiring a creative input, Businesses
are free to seak proposals from outside groups, drawn from the supplier network

mentioned above.

Costs and budgets

The individual businesses set a budget for the information products associated with
their major products, broken down into such elements as copy writing, design and
production: the amount is related to the importance of the product in relation o
achicving business objectives and to the amount of information it has to contain. The
costs are borne by the sales and marketing budgecs of the business, thus enabling
management to measure the impact of the cost on their bottom line performance.
Sp far as electronic prodocts are concerned, applications on the intranet have to be

Justified at a project or departmental level, using the Group's existing cost-benefit
analysis methods. Internet applications are sponsored out of a specific budget.

The information products
Internal products

At the start of this study, almest all such products were hard-copy, by the end, the
policy was to make the intranet che main vehicle for as many of them as possible.
Whatever the imedium, management is strongly committed to internal
communlearlons throughour the business and to products to support them. A greac
deal of effort is invested in products for communication to staff from management,
and for interchange of information amonyg staff. Products include:

» A monthly tableld-style newsletcer (Norwich Union NEWS), issued to all active stalf,
which consists mainly of top-down information, together with a letters page. This
product is now a key element of the st communications programme, and 1s scen
as assisting the management of change. It is primarily businessled, although the
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Internal Communications team responsible for it was, at the end of the case-zcudy
period, seeking te introduce more human-interest material.

e The Norwich Union Mogezine, originally distributed with the Norwich Union NEWS and
now sent only to Group pensioners - a quarcerly which is erienfed to human-
incerest stories, It is was at one point used te build awareness of communicy
activities of staff, but currently seeks to focus more on material of interest to
ponsioners, siuch as gardening and travel. The magazine was re-designed and re-
launched inm 1994, and was the subject of a further miner re-design in 1599, It is
written almaost entirely Lo-hiouse (with some ceader concributions),

« A bimonchly princed product for stalf to complement other [orms of internal
communication in the Life and Pensicns arca, and to act as a reference source.
Originally called Update, now Memniter, it is likely to move to electronic presentation.

»  Mersonal Lines newsletter, a quarterly for all scaff in Personal Insurance, to provide
'‘vontext information’ and Commercial Break, che equivalent publication for the
Commercial Insurance division, merged in 1997, to hecomne [t Tewch, which goes to
all General Insurance staff, An electronic bulletin board fulfils che
comparablefunction for Norwich Union Direct

&« Business circulars with details of changes in corporate and managcment stoucture;
originally printed. these can mow also Be put on internal bulletin boards.

& A SEf Hangbgol (revised in 1596 and 1998): a 78-page A4 booklet. rather in the old
tradition of such dovuments, it consists of 20 pages of main text, 30 of appendices;
a separate section on staff pensions and health insurancoe schemes with its own
appendices: and a sort of coda of "Guidelines for use of display screen equipment,
which balinces the introduccory passage on "Morwich Union tips for an efficient
office’. Al the end of the study, the news was that the handbook was now making
good progress towards being put on line, after hanging fire for some time

s A personnel newsletter [Staff News ), produced as required, communicating updates
to emplovess' terms and conditions of semvice. The issue in March 1999 may be the
last in printed form before it goes over to che intranet

» LUnplugged - the main velicle for convering top management chinking on ey
devalopments, instituted by the new Cliel Executive, who ook over not long after
the flotation of Morwich Union {the name is intended o reflect the CE'S own “way
of doing things - relaxed and informal but direct and to the podnt’] Quarterly, A4
format, sixpage gate folded. its design has changed a good deal since the first
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issue; the rather adsventurous and flowing typography of the ficst issues has been
replaced with more staid bullet points, and colour has been added.

One other category of Internal information preduct should be mendoned: when the
businesses are developing new produces. the teams responsible create materials to
support the process, and to give advance information to the staff who will be
responsible for promotng the product once taunched. The Bicentenary Bond which
formed the subject of the second-stage case study in Forwich Union provides wseful
examples, which are described in that case study.

Apart from these conventional produets, email is nsed for Newsline, 8 weeldy
current awareness' summary of business-related information, the Life and Pensions
Monday Morning Memo ,and, when required, for the quick distribution of urgent
information (for example news about staff re-training after the LAUTRD condemnation
of certain pension saleg activities), Satellite-based interactive TV is used within Life and
Pensions for in-house staff communication of key messages, for example from the
Spring and Aurumn senlor management conferences, They also put out interactive
strategic and commercial programmes every six weeks to an audience of zales staff and
independent financial advisers in their regional offices, [n the earfy stages of the study,
'Dirive time' tape cassettes were produced so that sales staff can cacch up on new
developments while ravelling between appointments.

CD-ROMs are produced for sales consultants, who are now also able to access a
database of corporate data, and to input information, from laptops while in the feld.

Products for axtarnal audisnces

The external products are closely related to well defined groups of 'stakeholders'. The
principal group consists of intermediaries, who constitute a very important target
audience, and receive a great deal of attention under the “IFA frst’ programme.
Currently the main means of cormmunicating is the quarterly magazine Putting you first,
which started in 1997. The conteat {artcles commissioned from specialist writers, and
news items) is aimed at supporting 1FAs in their worl, keeping them up to date with
relevant developments, and above all building their loyalty to Norwich Union. Other
suppart material Includes seminars and videos, software to help in putting together
‘reason why' letters for potendal customers, satellite TV programmes. raining CD-
ROMS, and marketing puides. The web site for [FAs is described below,
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While Life and Pensions treats 1FAs as a unified audience from the point of view of
information products, General Insurance tends co segment hrokers into 4 number of
differentc audiences, and to differeatiace products accordingly,

Another important group comprises "withe-profits” policy holders {before de
mutualisation the Life Society’s members). Communications with them at the start of
the study wers primarily paper- based ~ in the form of the annwal bonus scacsment
and a newsletter; tiese are now supplemented by che Group's web sice,

Thesge policy-holders were, untl the 1997 flotation, the "owners' of the mutual
socicty. When Morwich Union became a ple, their place was taleen by shareholders. The
lead-up to flotation required a series of information products addressed to members, to
explain the significance of due propesal o preparation for the vote on the proposal for
flotation. The main one was an AS boolklel Whit the Retation meens for yow Once che
proposal had recelved assent, there was a follovwup “Mineprospectus’ with details of
the (ree shares for members and the special offer of further shares at a discount, and a
booldet selling” the discount affer more vigorowsly,

Shareholders now receive Highlights | a tableid format seummary of the Annaal Seport
umd Accounds [and the full report on request). The Annual Report and Accounts is a large
non-standard size, and almost book-length, at over 1040 pages for che 1998 version. It
uses colour for chiarts (bar and 'ring' charts — a neat version of the pie without the
slives, with the proportons indicated on the dronmiference], and coloured stock.

The Marketing tearmns tluroughout the businesses produce pre-sales brochures for
intermediaries and direct customers as part of the ‘selling end of the continuum', and
are responsible forr the policy documents issued [0 custoners (see the second-stage case

study for exarmnles),

Electronic products

Web site, Morwich Union escablished its first web site in 1995. At this point it was the
responsibility of Group Corparate Affairs, but in 1997 it was mansferred to Group
Services. The systems ceamn which sat it up continued to oversee its development; the
change in management responsiblity refllected a move towards vsing the site primarily
a5 a vehicle for ransacting business. The public site now {1999} offers an increasing
number of [nteractive services for users, including opdine informaton for shareholders
and facilities for credit card sales. The expansion on this side has been avcompanied by

a reduction in the nomber of informanon pages = 430 were recently cut.

36|



asg srmdy Herwich Uplon, sage 1

The structure is fairly simple. The home page presents access afong wo 'axes’ one
leads oo che Group's produces and services; the other, repeated on fOrst pages at
second level, conslsts of the headlngs home” ‘aboot” 'contact” 'sitemap” and
‘important information'. While the meaning of some of them s unambiguons, ic is not
claar what may be expected from “about” and whether the content accessed from it
and from 'contact’ and 'important information’, will vary according to where the user
happens to be on the site at the dme, (fn fact “about’ always produces the same page
about Norwich Union, and the other two lead respectvely to che zame list of contact
phone and amail numbers, and the same obligatory statements abour accuracy and
validity of informarion, the Data Protection Act, ete ) The sitcmap turns out 6o be no
mote than the very simple classified list of main topics which can be produced semi-
aulomatically. (At the end of the study, in May 1999, a search facility had been re-
inrroduced).

Visually, it is not the most readable of sites. The cypefice used for text is not an
eagy one to read on screen, the flashing animation which currently appears on the
home page apnd elsewhere acts as a diswraction, rather than as the atiractive alert
whlch 1s presumably Intended. Some methods of presentation, including a large
scrolling set of matrix tables which are meant o allow comparison between the cover

provided by various NU health plans, are far frem easy 0o use on screen, and Iook very
much as though they have been lifted from the printed version without consideration
of the differences between the two media. Some of these features can be ascribed to
the fact that the site designers are under the constraint of building and delivering
pages that will work on all kdnds of browser, at different scoeen resolutions and on
monlcors with limiced space.

In setting up the first site, the 10 management team provided design inputs. [n a
subsequent stage, an external agency was used; this arrangement has now been
discontinued, and the current site is internally managed: marketing departments arc
responsible for the content and structure of their own pages; the Group Internet
Services Deparcment aversees infragiructure and administration; and visual design is
agread by them with the Brahd/Identity teams

While ehere appears to be no specific responsibility for co-ordinated management of
the information content of the web site as a whole, and no formal stacement of overall
policy covering the role of the site in supporting Group strategies, cvery page has its
specifically assigned guardian who is responsible for accuracy and currency of the
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content. The guardians, or 'owners’ as the Group designates them, are mainly from
Marketing.

The relation berween electronic and printed products has changed over tima;
whils originally most web site content was taken direct from printed produocts, now
miost of it is specially written. Many changes have been made as the result of feedback
from users, for example the recent introduction of graphs,

Intranet. Development of the Morwich Union intranet, "UnionSquare’ began on an
experimeintal bases, initiated from the IT side in 1996, A year later, funding was given
for a development team to explore further, within the context of a major project for
introducing the same deskrop throughout che Group, standardised on MS Office and
Internet Explorer. There was therefore a deliberate focus on che infrasoructure, and a
loc of time went on developing standards which would allow business users within the
Group o develop their own products without any technical skills beyond word
processing.

The content was initbally news, and the number of users small. As the existence of
the intranct became known, one of the businesses (Investment Maragemenc] decided
it could b a very useful tool for chem, and went ahead with developing its own, as a
container Lor its own information. The furcher development of the inranet has gone on
in a similar way, with other businesses, and sections, within them setting vp cheir
oW aread, and putdng up material which varies a good deal in breadch and depth of
concent, By muid-1958 there were abput 1004 users, out of a pocental 15,000, Rapid
growth in content continues; the number of pages increased from 3500 in January 19949
o 23,000 in April.

Limitations on acgess confierm o Lhe Group’s gencral policy of classifyving certain
kimds of information - pritnarily that invelving commercial confidentiality - and
restricting access (0 duthorised users, while allowing open access to the remainder.

This rapid development contnued without an intranet strategy for the Group as a
whole (srguments for ics necessity were advanced by the Internal Communications
team) untl March 1999, when a high-level stracegy was agreed by Marketing Directors.
A project manager joined in May 1999, and details of priorities will be agreed by June
1399 Meantime, a great extension of access 3 in prospece from a project which by mid-
1939 will replace all the p<s in use within the Group and standardise on M3 Office and
Incernet Explorer,



Case stuly Horwich Uniom, stage 1

At the same time, coexisting with these developments, 4 large amount of
important procedural information languishes on the old mainframe system, ina
'‘Quick Reference Library' whaose features belie its name. Documents from a previous
hard=copy Administration Handbook were piit on to the system as they stood, arranged
by a rouph subject grouping and within that by the numerical code of the documents,
so that the content is totally unsearchable. Since then, there has been little attempt to
keep the material up to dace, and none to make it easier to ind items by sulbject, or o
improve the impressively awful on-screen presentation, The intranet strategy should
now ensure that this large body of content without owneship will be made the
responsibility of named guardians and brought on to the intrance.

Extrarets. There has also been some development of extranets: the site tor [EAs has
won an award: a pilot extranet covering some of Morwich Union's overseas subsidiaries
has recencly been st up, and 4 new sice for General Insurance intermediaries was
inaupurated in March 1999,

Information rescurces

Morwich Untion has 2 number of information resources with potentdal to contribuate ta
planning itz informadon products in line with bugsiness scrategy.

The Group makes a large investment in regearch amongst intermediaries and
customers to assist product development and markeddng (see the second-stage case
study for an example) and communications strategy. Keports on research findings (for
example on comparisons of the published reports and accounts of major UK insurance
groups] are also produced and circulated to senior management: they are zaid to
provide a valuable spurce of market intelligence.

At the operational level, each markecing division has its own regearch team which
gathers information about competitor actvitdes and maintains bosiness-specfic
databases, The custotner database in Genersl Insurance, for instance, covers records for
mace than 3 million customers.

While information from research is used by product development teams to design
new inturance products and the accompanying [nformation products, it was accepted
at the start of the study that information is not yet fully exploited for this purpose.
There was said to be a problem of matching internal information about customers wirh
external informatlon like demegraphic data. There was certainly an appreciation of the

ey
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benefits of being able 1o integrate the two as 2 suppoct for understanding situadons,
decizsion making, and raking new initlarives, The obstacles [ay in old incernal systems
which did not permit appropriate access to nformadon that would allow full use of its
potential bo support information produce development — as one manager put it "We
have written off so much histery,'

A substantial investment in new IT systems o improve cusiomer databases was
besinning to pay off by the cnd of the study, The MIDAS system now operacing brings
ogether a lot of information on all customers. Problems of ownership of informarion
about those who come via intermediaries had o be resolved, and the system is now
bring extended o hold information on all, regardless of source, but with safeguards o
ensure that it is used for markecing with due respect for its ovigin, The uldimate aim is
a clean effective database with wide range of information, easy @ interrogate and
section, and good progress is being made towards it

S0 far as can be ascertained, there is no overall strategy, at Greup o business level,
for the use of information to support key business obhjectves, no overview of the
resources of information available oo the Group, and no specific responsibilides for
managing information resources, [ iz inceresting chat the Group appears not to have
had any formal library or information service in the recent past, particularly in the
lighc of the fact that as chis study ended, in May 1999, a knowledge management
project — whose praject manager is alse responsible for the intraner - was under way.!

Une oof the Airst manifescadons planned was a 'yellow pages’ of experts and
resoiiroes for particular subjects,

A now information resource came to light during preparacons for the Bicentennial
celebrations of 1997: a collection of company archives which is now being professionally
studied and recorded with & view o maldng it accessible for use. This represencs the
first serious atrempt at doctienting and managing archive material; previously the
curator of the Group's museam dealt with inguities on demand, bt diere was o

formal process,
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' A recently appointed Group Human Resources Direcror is sponsoring both the intraner
and knowledge management projects, with a view ro their potential for beneficial change in

nrganisational culture and constobctive use of Riman resourses.
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Human resaurces for Infarmation products

There is 2 division berween Information products for wider corporate communication
and those for specific markets. The former, directed principally to staff and to
sharehaolders and policy holders, are mainly the responsibility of Group Corporate
Affairs, and are produced by s professlonal specialises, The latter, which support
insurance, imvestment or pension products, are handled by the marketing teams of the

individmal businesses.

Witing and editing

Most writing and editing of publications is done in-house, The [nternal
Commuonications team in Group Corporace Affairs consists of spedalists recruited from
outside the business; the present strengrh is seven individuals, with six full-ime posts,
Artempts at internal recruitment were found not to worls it proved o be easier bor
professional writers and editors to get to gops wich insurance informaton content
than vice versa. The team is responsible for the NewsHne email bulletin, Narwich Union
NEWS, and Norwich Union Magazine, for editing the Annual Regrort gnd Accounts, and for
other internal worl as commissioned. They spend an increasing amount of tme (abouc
25 per cent at present) on external publications, such the Annuol Report and Acoosrs,
and *ghasted” features for the trade press for experts in the business lines; much of the
writing for other information products (eg product sales brochures) is handled by
metnbers of the marketing teams, supported by external copy writers.

Design

Graphic and typographic design htas had a chequered history within Norwich Union, A
amall in-house design unit grew in size wich the parallel growth in influence of the
Marlceting divizion in the 19805 and early 19905, Some of its work was in form design,
b maindy it designed information products for the Dusinesses and some corporate
information products (eg the Annual Report and Acoounts), A major change came in
1993, when the company started cutting the size of its work force for the first tine in
the 200 years of its existence; the in-house design group developed over the next two
years into a small Creative Management unit whose role evolved into managing the
corporate identity [this aspect of its work is discussed below), designing and producing
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corporate information products, managing a toster' of external providers of design.
and providing guidance as required to the Jesign units in the businesses. Now named
the 1D Management feam and reporting o che Croup Brasd Mapager, it congists of
three professional desiprers. The head of the team. a designer with long experience in
KMorwich Union, is Erand Idendty Manager, with responsibility for establishing Group
Policy for brand idencicy, guidelines and standards, overseeing the implementation of
the Group TD and resolving any issues in that area, One member of the team supports
the staff responsible for design matters in mnarketing feams on preparing bricts for
exbernal design apencics. The team meets regularly with representatdyes from
markedng teams, and makes random quality checks on products commissioned from
external suppliers, who, by the end of the study, handled almost all major informaticn
products.

The use of deskoop publishing software by secretarial and administrative staff
throughout the group is restricted o internal reports: no products for external

avdiences are produced in this way,

Training

While already trained professionals have been recruited, both in-house and external
training are offered for members of staff as part of their professional development,
Marketing staff developinent is currently under consideration by the Marketing
Sceeting Groups this may well cover such activities as writing, editing and briefing
designers,

The presentation of information

The maln [vcus of attendon in this respect is the Group corporate identity and brand
Idendty. The current Norwich Union corporate idenccy was commissioned in 1983
from Wollf (lins, laurched in 1991, and introduced over a peried of three years. The
majar aim of manapement in seeking a new corparate lege was o promote the vision
of Morwich Unlon as a single organisation, and, while retaining the visual reference to
the Cathedral associated with the business for over 100 years, (o0 present it in a more
uprtordare cenext. The theme of 'one-ness’ emerged from the design consultancy as a
persenal interpretation of the business, rather than as the result of research, although

what littfe research was available showed that consumers considered Moowich Union
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to be 'onc company’. The positioning concept of protection’ which is now assodated
with the brand was developed by Saatchi and Saacchi Advertising in 1994,

The management of communication with clients is seen by those responsible for
coTpOrate COMMUNications as part of the general process of 'image Mmanagement',?
Emphasziz 1z also placed on maintaining the image, or 'brand’, in internal
OOMMUiCAtioms.

The large traditdonal-style manuals which followed the 1991 corporate IIY praject
were superseded by tiore manageabde guideline: prepared by the Creative
dManagement unit for specific kinds of product. The curment version consists of a ‘quick
guide” to the Norwich Union Identity, in the form of a postersize visual summacy,
folding down into an A4 cover, of key elements: corporate mark, colour, (ypefaces,
apacing, headings. graphics. ete, The quick guide is complemented by thres
vompanlon prodiuers on creating marketing literatare, advertising and mailers, again
with visual examples of the recommended treatment, together with a very brief
'briefing for writers' on using words and images to present and interprer the brand,
and a small card folder with a checkfist of questions for testing the quality of
products. Agency feedback was sought in 1998 on this guidance marterial, 18 2 means of
getring a fresh external view.

In the light of the indlngs, che Brand Identity Manager is currently (early 1999
working on a promising new approach to piidance on presentation, which in effect
focuses on the questions of Who is the audience? What i% [r about? How will the
product be used? as the means of ensuring that brand interpretation for individual
products is appropriate for audience, use, and content. The aifm & to produce a ‘it of

pargs’ that can be combined in various ways, The new guidelines may be issued on CD-

2 The approach is slmilar to that defined by Hefting {1988} in introducing a new corporate
image for the Netherlands Post Office: ‘First of all, what is ar stake is the “image of the
poncern”, ie the {proven) quality of the produce. This is followed by a series of general
demands and possibilities which combine to form a corporate image, These .. could be
arranged in a hierarchy [in which] the corporate culture or s0y¥le of predentation comes
immediately after the quality of the product: its organisation. its ardoude to che customes, its
tempa and efficiency, its search for solutions or its willingness (o engage in dialogue. Lower
down the hieraechy comes its public image, the design of all the visual expressions which ...
combine (o create a visual corporate atmosphera.’
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ROM, and will cercainly be on the intranet, A8 well as bagic elements of the kind used
in the existing suidance, chere will be procedures (including a standard Driefing
format which sets our the information which needs to go into a brief for outside
agencies, but which often does not). One innovarive and helpful piece of design
support 1% a 'slider scale' cn colour, typography, images, and layour, which shows
criteria tor good and bad, with visual examples.

Feedback from customers and intermediaries, obiained as part of the formal
activities of the research units of the business, is also intended to be used to help
design information products {for an example, see the second-stage case study]. The
cmphasis on customer focus in such products contnuces, some of iC externatly driven
by requirements of regulatory bodies; for example, produces relating to heallll have to
meet external standards which will allow customers to compare what different
providers are cffering,

At the start of the study, a Plain English pelicy had been adopred and embeodied in
Group Writing Standards (1995), This publication incorpotated guidance on wrirten
communications, covering the visual and verbal presentation of letters. memos,
reports, marketing marcerial and legal documents. I€ covered house style elements
jreference numbers, daces, etc), typeface choices and provided standard layouts,
together with Plain English standards'. The guidance on Plain English scandards' is
along the usual lines of such documents, with generalised advice on such poincs as
senfence lemeth and use of acove rather than passive forms of the verb, but no
explanation of when exceptions are desirable. And while some of the principics - like
‘don’'t walfle', or be professional as well as approachable — are sensible, there is not
tmurch advice on how to carry them out in pracrice (the Group writing standards are
Intended to be supporced with training given by managers to their staff; this is
reasonable, but it requires that the managers themselves shouid have some support).
The list of Words and phrases to leave out' is a useful one; on the other hand it is
difticult to envisage how the Finding the plainer word® glossary would be nzed in
practice iy tose most in need of help.

All policy doruments were re-drafied by the Legal Department to meel thie
dizclosure repulations which came into force eariy in 1995 for the Life and Pensions
business. There is some knowledge of and incerest in developments in the Australian

insurance industry in this rezpect, though the reservations about exclusive reliance on
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‘Plaln English' of such research bodies as the Communications Research Institute of
Australia appear not co be known.,

The intention of the Plain English policy continues to be relevant at the end of the
cage study, and it may well formn part of the brand intrenet site.

The [nrernal Communications team today tales a commonsense approach to Flain
English; rather than adhering mechanisdeally to dubious cules, writers aim to present
content as clearly as possibie in relation to the audience and its existing state of
Imowledge.

Production

All in-house design work is Macintosh-based, using Quark XPress and Aldus Pagemaker
DTP software, along with Photoshop and Ilustrator. Thers were difficulties in mosving
towards this solution; Motwich Union's business is PC-based, and the Group [nformation
Technology team was unable to offer advice from its own experience. They did,
however, buy in consultancy to advlse on systems and provide training, which resulted
in the present set up, and offer condnuwing support. The [nternal Communicacdons
team installed Fromt Page web software on PCs in April 1999,

Various simple DTP packages on PCs are used throughout the organisaton by
secretarial and other administrative staff for peneral correspondence, internal reports
and similar products, which are reproduced on low-resolution laser printers,

Testing, monltaring and evaluation of information products

Morwich Unien has done a good deal in the way of serious evaluation bascd om
feedback of various kinds in response to its information products. Research on
information products for customers is the responsibility of the research teams in the
marketing divisions throughout the businesses. For example, Marketing Services in
General Insurance [Persenal) business sef up a programme some years ago, uslng a
research agency; part of the agreement with the agency was that the client should
agree nn monitoring and evalvaton criteria when products were under development
and that the agency should use them in making the evaluatdon. The method used is
sensitised shopping', which involves testing informacion brochures about policies by
observing how actual customers make wse of them to find information. The results led
to moving informative content, including tables, to the frone of brochures and making
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it more prominent, reducing sales blurb', and concentrating on key sclling points and
exclusiong.

Focus graups wicth buyers of policies have alse been used, in order to learn about
their experdence of making claims, raising queries, and comunication with the
COTORATLY.

A survey iz conducred ameng intermediaries every quarter 1o find cut what they
and their customers think of products and bow understandable they find them. Rating
i5 on a S-point scale, with performance criteria for each point on the scale.

Besearch has also been done on ways of making remewal notices co policy-holders,
and updates of policy booklets, specific to the individual policy-holder's own policy;
one point at which databases of cusromer information should be able to support
information produgrs.

Similar research activity 15 condvcted In the General Insurance (Commercial]
business, and Life and Pensions business units: the research here, however, is
principally based on intermediaries rather than policyhelders, [solf correct?]

Mo research comparable to that undertaken on customer information products is
done for internal produces, although a regular swoyearly sunvey is made of staf
apinions about che way information is presented, and what informaton they want The
staff magazine (founded 100 vears agol was relaunched in 1994 an the basis of such
feedback. Two internal commiunications surveys have been made on Norwich [Inian
NEWS since 1997, and the editor also seeks feedback from people who supply stonies
about how satisfied they are with the treatment of them. In anticipation of moving the
product to the intranet, chere has been some redesign wich the aim of breaking the

content into manageable elements,

An svaluation of the present situation

This fnal section of the case study Jooks fimst at features in the situation which have a
positive effect - actual or potentdal — on the Groups informatien products, and then at
gomie aspects which scem likely to create problems and obstacles.

The judgments expressed are hased on the fact that informaton products are the
key means by which organizations tell their outside and inside worlds the things
which they want them to kmow, and on che premise that they will make their

maximum contribution o business walue il
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« Their role i clearly related to overall corporate strategy

» They draw on well managed resources of appropriate and accurate information

» They present the information in ways which are appropriate for the audience, the
use they need to make of the produect, and the information content; and if their
effectivenessis monibored and lessons learned

+ They are produced by collaboration among people with appropriage skills and
EXpETiETICE

o There is a forum where key stakeholders in the organisation’s information products
camn interact on strategic aspects of informatdon products. and learn from

EXPErience.

Pesitive features

On those criteria, Nomwich Pnion scores well in a number of ways.

The recently establiched Marketing Steetlng Geoup makes a potential forum for an
overview of information products and the development of a strategy for them linked to
corporate strategy, and it is o be hoped that it will take this as part of it remir,

Worwich UTnion draws on a high lewel of professional sldlls and knowledge in
corporace communicationy, with well qualified and experienced writers, edirors and
degign managers, who seek to take acocount of the andience, use and informaron
content of the informadon produces to which they contribute.

In an earlier draft of this report, 1 was observed that “The company clearly assigns
great importance to the corporate identity In informing the cutside world about itself,
and ._shaping audience perceptions of Norwich Union.... The question does, however,
present itsalf of whether concentration on the identity might stand in the way of a
thought-out strategy for information products. If there is a danger of this kind, it lies in
the actual information content of the image and its accompanying words, and the
depth of understanding and inrerpretation which those who work in the company
attach to them, Were they to be understood odly at the level of a 'slogan’ or oven a
mantra, they could hinder the develspment of thinking about the meaning of what
the company seeks to do, and interpreting it in information products of real value.' It
was therefore cncouraging to sec by the end of the study the work: in progress on the
new “Fit for porpose’ guidance on visual presentation and managing relations wicth the
gutside agencies on which the Group relies.
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Another conirast between carly and late stages of the study relares to rhe attitude
lowards Plain English, My observation in a draft written in 1996 was o the effect thar
“There are dangers of relying on putting everything through what someone described
as the Plain English carwash' as the guarantee of nsability, Tt is certainly a necessary
courtesy 1o readers to use language in ways that are as familiar to them as possible,
but there iz plenty of research to show that chac in icself is no guarantee cthat the
content will be understood and appropriately acred on - and thae (s the only Due test
of success in presenting informacion,” In this connection, reference was made to a
review of a publication from the Life Insurance Federation of Australia cntitled Simply
fletter: The case for clearer [feofice documients (Kelly & Balmiord, 1993), which pointed out
rhar:

Dacumants written in Flain English and presented using gooa graphics seem

superficiatly to be more comprehensible, and the research [research quoted in the

LIFA document on the response to some insurance documents| shows that they

are preferred oy peaple. But ... peaple's preferences are unrelatea to meir

compeehansion, and their confidence in the documents they prefer is misplacad ..

There i3 a very real danger that consumers will be lulled into a false sense of

canfidence because a document locks well designed and is writter in Plain English.

Congurmers may think that they understand a document ard krow now to use it
whan they do not. As a consequence, they may be seriously misled or
disadvantaged.,,. Only user testing provides the evidence that a document is

understandacls,'  [Sless & Penman, T993/1994).

This is really another aspect of the challenge of thinking hard about the essentials,
and making sure that the people who are responsible for all kinds of information
products appreciate that understanding the users of the products, and what they
need to do with them, is the key to promoting a valuable 'conversation' between
orgimater and reader. When that becomes the focus, then features like a strong
corporate image and sensitive use of language take their proper place as valuable tools
to support the main tagsk, 11 is encouraging, at the end of the study, to see chiz kind of
approach being taken by the people in Group Corporate AfTairs responsible for brand
identicy and for writing internal information products.

An intercsting comment on the Group's previous approach to information products
was made in the course of one discussion; it was ¢o the effect chat chey were often not
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addressed to real customers, but were actually "Morwich Union themselves, telling
themselves what they knew". During the study some serlous and conscientious
research to test information products in use was described; these attemnpts to find out
about the real customers, and evaluate informaton products in relation to how the
intended users are able o wse them In practice, are encouraging.

While in the early stages of this study the lack of a modern comprehensinve
customer dacabase was acknowledged as an obstacle to developlng information
products to meet customer needs, by the end, the considerable technical difftculdes
had been owercome and che necessary management decisions taken to allow the ficst
steps towards creative uie of this resource,

The professional management of the archives discovered in the run-up o che
bicentenary should malke valuable information about the past actvites of Norwich
Union accessible for the first dme, and could lead to more pre-active use of company
histary.

There are other less tangible factors which have potential for positive nfluence, but
which will, howewer, require a good deal of work to put into cffect; they include the
GIOUp"s commitment to open communicadon through the information produets
addressed to its staff, the desire for knowledge sharing across boundaries recently
exipressed at the highest level, and the contdnuing influx of young and able professional
staff who are prepared to question traditienal ways and to seek the cultural changes
implied by these aspirations.

Problematic aspects

To set against those positive features, there are some factors which may ace to prevent
the Group from realising full benefit from its investment in informadon products and
information presentation. Many of them probably arise from the fact that ir is a
collecton of near-autonomous businesses; and they offer opportenities for change, as
well as posing potential threats.

Information products by definition depend on information. The informadon
predacts of Norwich Union are dependent on its having accurate, up to date,
comprehensive and accessible information about cusomers, intermediaries,
competitors, potential business partners, its own products and the regules from them,
ete. The effectiveness of the job they do depends critically on the extent to which they

ate supporied by information resources. As demenstrated in the second-stage case
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study [see p253), the major contribucion to value in the development of the product

investigated and of the associated information pre<iicets came from information and

Enowledge about such topics as:

» The potential market for che product

« Comperitors and their products

« Compliance requirements

« Legal reguireniencs

» Ethical standards of Norwich Union in its reladons with potential and actual
Customers

¢+ MNorwich Union's past experience {including pasy and existing products and
supporting information pro<ducts)

“Who knows what' = people in Morwich Union who ave knowledge of particalar
topics

« Suppliers of products and services (eg design proups, willers, printers;

So far, however, 1t appears that the Group, unlike many other large businesses
today, does oot have an explicit strategy for information which links the use of
information firmly to its business scrategy. Nor does it seem to assign responsibilicy for
the management of the resources of information distribured theoughour the Group or
[or an overview of its information resources and their use. This issue is pacticularly
relevant at fhe present time, when the expressed intention is to creace scrength by
pooding resources across the Group by sharing kmowledge, processes and resources.
While the institution of a knowledge management project ia a sign of good intent, it is
a difficult undertaking to manage knowledge {which resides in the minds of human
beings} productvely without also managing the information resouroes which are e
essental food of knowledge; IC 65 te be hoped that the project will lead towards other
information rescurces being professionally managed in the same way as the Group's
archives.

This lack of 4 sLrategy for information is particularly evident in relation to the
development of the web site and the incranet. Differences in perspective were
ipparent as between the systems sraff responsible fionr the infrastractire and the
internal communications team; both had a reasoned point of view, whar seems lacking
0 mediate between them and 1o gain the follest advantage from thelr specific

woniributions to electronic information products is an information management
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perspective. It was discouraging as the study approached its close te find, given the
opporcunities for new and creative approaches to information products which the
technology now offers, the apparent lack of a formulated overall Group policy for the
management and content of che web site and the intranet. This was especially 50 in
the light of findings from other crganisations studied in the course of this research,
whiere thie development of web sites and infranets has acted as the stimulus to real
progress in thinking and in strategic managerent of information produces, and in
gome instances as a mokbive foroe towards cultural change. However, the “stop press’
news of an intranet strategy, with a project manager to oversee if, gives reason 6 hope
that Norwich Union may gain similar benefits — particular as both the intranet and
knowledge management projects are being sponsored by the Group Human Resources
Director, with a view to positive culoweal change?

3 An ‘eleventh hour’ development, as the finishing touches are being puc to this thesis
suggests, that this may come about, The experience of starting to develop an intranet
gtrategy, in a cultural change framework, has made those concerned realise that an essential
foundation is thinking about the information the Group needs and how it should be managed.
Ir has also = on the basis of the observarions in the paragraph above - led to a request for 2
copy of relevant chapters of the thesis to help in this task.
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Setting up the case study

As described in Chapter 3 it was the intention from the start of the research to follow
up the first round of case studies, which would be based on observation and discussion,
with a further stage which would use a different methodology, preferably one which
would provide a complementary perspective.

The general aim would be to find out something about the value which information
products - as assets which are partly tangible and partly intangible - can add (or
subtract) for the organisations which create them, but at that point [ had made no
decisions about method. By chance, as the research was starting, [ was commissioned
to write a chapter on valuing information (Orna, 1996); in the course of reading I came
across an account of the Integrated Value Manager (IVM ™) methodology (McPherson,
1994), and met the originator. This led to discussion of a possible application of the IVM
in the research, and ultimately to the second-stage case study in Norwich Union whose
results are presented here. Background to the IVM is given in Chapter 3 (for the most
recent statement of the methodology, see M'Pherson, 1999). Here it is sufficient to
remind readers that it is a comprehensive methodology designed to deal with
evaluation and combination ofvalue in the non-financial dimensions of an
organisation’s operations (for example, intellectual assets and information, ethical
conduct and reputation), and then to combine monetary and intangible value so that
overall value-added on the financial and non-financial dimensions can be used as a
decision variable, and for subsequent financial analysis.

As explained below, the application of the IVM had to be on a modest scale -
though it was as rigorous as possible in the circumstances - because it was not a high-
priority project from the point of view of Norwich Union (though it received exemplary
and thoughtful support from the manager responsible for the product being studied).
None the less, it provided useful insights, and some relevant findings, and acted as a
prototype application of a methodology which appears to have considerable potential
for establishing the value of the contribution made by information products (with the

identity of the participants withheld, it forms the basis for a case study, intended to be
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used for IVM training purposes by Professor MPherson, who acted as VM consultant for
the project).

Rather protracted negotiations with Norwich Union finally led to agrecment, early
in 1998, o a small-scale applicadion of the IVM in relation to an investment product
which had been developed for launch in conpection with the 1997 bicenterary, and
natmied in onour of it the Bicentenary Bond), A Project Initation Document defining
Uie objectives, the participants, the propesed beneflts to Norwich Union, the acriviries
to be carried out and the deliverables from them, and the timetable was drawn up and

agreed to.

Cbjectives

The aim of applying the [VM was deflned as being o assess:

v The value the Bicentenary Bond thenceforth referred to as the BB| has conributed
to Morwich Union in terms of money, achievement of Group goals, reputation, etc.

«  The propartion of that value which came from applying knowledge
and information

a  The proportien of the value of the BB which was contributed by its associated
information products, which are the means by which knowledge and informauon
are coivesed a) internally and b) between Norwich Union and intennediaries and

patential uyers of the BB,

The process and the participants

The activiries as proposed were:

«  Presentation of the methodology to the client (WM consultant and mesearcler)

s Developient of a Business Value Model (TVM consultant and clicnt, based on drall
by researcher)

o Informadon audit, covering use of informacion and informarion interactions in the
process of developing and launching (researchier)

o Quantification and evaluation of the Business Value Model {0VM consultant,
researcher and client)

s Presencation of report and discussion of results {IVM consultant, researcher and

client).
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In the event some of the actvities had to be modified because pressure of work
made it impossible for some of the Norwich Union participants to allocate the
necessary time, and because the main contact {the manager who had headed the team
developing the BB} unexpectedly left Morwich Union at the dme when final report
would have been presented o the client.

The Norwich Union participants consisted off the member of Group Corporate
Affairs who had acted as main contact since the start of the stage 1 case sfudy; the
colleague to whom he handed over responsibility for contact when he went on
secondment in 1998; the Product Manager/project manager for the BE who acted a3
client for the stape 2 study, members of the project team and sates consultants who
participated in the information aodit.

The product studied - the Bleentenary Bond

The Bond waz offered as a lump-sun, low- to mediom-risk invesoment productk, giving a
ruaranteed annuaf boous rate for che first year, and designed for medium- co long-term
investment {ie at least five years), with an option [or regular withdrawals.

The development aof the Bond

The process of developing the EB began with a Project Definidon Workshop of 30
people who would have some involvement wich the project, including designers. The
workshop dealt with the background, aime, market and key factors of the Bond. Then a
core project team of about eight members took over the project, mesting weekly. The
members represented: marketing product development; marketityg communications
(respongible for the information products): actuarial product support; compliance;
legal; client services: and systems. The Prodect Manager for the Bond also fulfilled the
role of project manager in this instance [the Group now uses professional project
MiAnagers),

Bagic pesearch had already been cattied out for owo earlier products. which in
effect acted as pilots for the BB, fecdback in preparation for developing the BB was
received from sales consultants {all of whom have their own group of intermediarias),
and frem tnajor [FAs by means of structured laterviews (face-to-face or telephone),

Product development was guided by a standard process document, consisting of a
graphic overview of key steps, and a description of high-level abjectives and
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deliverables, and the roles and responsibilicies of the eam, fogecher wicth a full
graphic process model, defining input inputs and outputs [or the project mansger ancd
for team members representing marketing)communicatbons, actuarial, legal, client

servicas, business systems, group compliance, etc.

Tha asseciated information products

The process requires the development of one key internal product - Marketing Achiviky
Advice, which was prepared by the marketing communications tearn member who was
also responsible for the external peoducts. Prior to the BB, there had been no standard
structure for this product the one developed for the Bond has since hecome the
standard formac, Desipned as a selftraining mancal for scaff concerned with the launch
of the Bond, it was supplemented by training sessions.

The information products for outside use, by [FAs and customers, consist of

+ A Hey features leaflet (A5) and a brochure [also A5S) addressed o potential
customers. The text of both is well expressed, and oucstandingly clear, comparing
fasourably in thar mespect with comparable products from some other companies:
visually it is well presented, with good use of colour in the small tables.

s A support package for intermediardes which consists of anAd folder (an innovation
introduced for che BB), which repeats the text of the Koy features leafler, and
contains:

A standard lecrer for intermediaries to use with clients

Application forms for purchasing the BB, cash request and regular withdraswal
Faces and figures and technical details

A4 ainglepage leallets

s The policy bookler for Investors (A4, 12pp, with a cover pocket for the actual
schedule), Thds (oo is clearly written, with a vseful section of definitions, and

visually well presented.

The identifying image used for all the produces (a half and half coin 17971997
pound coin| is a strong and appropriate one.

The marketing communications team member wrote e products on the basis of
the praduct specification and the ey selling points that it identified; he also used the
product speciflcation as the basis for the design brief for the agency which did the job.

He subsequently sought feedback from 40 managers or representatives trom local offices
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around couniry. on "overall impressions’, visual appearance, technical details,

materials for independent Anancial advisers, ctc. The response rate was 40 — 45 per

ceEnt

The Infarmation audit

Preliminary analysis of MU knowledge and infermation requirerments

In preparation for this stage of the research, | made 2 type of analysis which | have

used in other contexts!; startng from corporate goals, 1€ derived from them:

1
2
3

The knowledge the Group requires in order to meet its goals

The information it needs in order to support that lmowledge

The interactions among people {internal and between the Group and ics outside
world) necessary for applying information and knowledpe

The analysis i3 reproduced in Appendix 1. Tt formed a useful basis for discussion

with the B Product Manager about the knowledge, information content, and
informadon interacHons which development and launch of the Bond required. It also

helped towards a preliminary identification of the business values of the Group, which

contributed to the VM consultant's derivation of the ‘referent objectives” necessary for
the IVM applicacion (see p2o0}

Cuastionnaire development

When critical kinds of informartion and information interactions had been idendfed, it
was possible to use them in developing the qiisstonnaire which was the instrument
used in the informaton andit. The IV consultant adwvised on the seales which wers

required so that questonnaire responses could be input to the VM, and on the form
which the response matrix needed to take (see p292), The full questionnaire is
reproduced in Appendix 1; here i s sufficlent to indicate the categories of information
and the types of information interactions, and the questions which respondents were
asked abongr wen,

1

See, for example, Oma (1999, pp 45 — 54
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Infarmation categorics

=« The pofential market for the product

»  Compericors and their products

+ Developments in the insurance industoy

+« UK economic and social developments

« Compliance requiremencs

+ Legal requirements

+ Ethical standards of Morwich Union in its relations with potential and actual
Customers

« Morwich Union’s past experience (including pasc and existing produces and
supporang information produccs}

« “Wha kmows what' - people in Morwich Union wha have knowledge of particular
topics

«  Suppliers of products and services (eg design groups, writers, printers)

For each category of information, respondents were asked the same set of questions:
? How important was it in your wotk on the Bicencenary Bond
How much did you use it?
Did you use it for developing the Bicentenary Eond?
?  Dnd you wase it for developing the azsociated informarion products?
? How appropriate was the coverage for your needs?
?  How accuratereliable was it?
? llow appropriate was the level of detail for your needs?
? How appropriate was the form in which it was available to you?
? Was the information available to you at the time you needed it?
7  How well did it contribuce to meeting the key Dusiness objectives of the
Bicentenary Bond?
?  How important was it for creatng a product that would sell well in the intended
miarket?
?  How Lnportant was it for coeating a product that would meet the needs of

inicrmediaries?

axk

Hewr important was ic for creating a produce that would meet the needs of
potential customers?

T How important was it for maintaining the ceputation of Morwich Union?

|254]
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frnformation Interactions

Within the project team responsible for the Bicentenary Bond. about development
of the Bond

Within the project team about the associated information products

Withir the project ceam, about Systems(IT support

Between project team and zales consultants

Between project team and interrnediaries

Between people responsible for associated information products and suppliers
Between project team and managers of information and knowledge

resounces elsewhere in NU

Between project team and MU policy makers

Between sales consultants and intermediaries

The same three questons were asked about each interaction:

How important was it for achieving the objectives of the product?

How well did it work?

How did the gquality of what you got from it match wp to what you needed?

The sample

Ziven the limitation of the investdgation to a single product, the sample was,

perforce, a smakl one; it consisted of:

Three members of project team [the Produecr Manager/project manager; the Account
Manager Product Communicatdons = responsible for the assocated information
products; and the Senior Product Consultant, Actuarial Product Support -
responsible for approval of the product and of all associated literacure),

An intended fourth member was ill during the period of the study, and had 1o be
excluded,

Four sales consultants in owo Morwich Union offices and one Senior Point of Contact

(responsible for sales suppott for consulcants).

Om the advice of the Product Manager, the saleg consultants completed only that

part of the questionnaire which reported on the information interactions in which

they were personally involwed.

The Product Manager also completed questionnaires ag a proxy for:

[254]
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a} Sendor policy makets of Norwich Union [on the basis of their input to Use concept
of the Bond)

b) The intermediaries whe are mainly respensible for selling che praduct to
cuscomers (on the basis of her exchanges with themn durifig development of the

Bond),

Administration of the guestiennaira

The quesrionnaire was completed in the course of individual interviews with the
participants; they had been sept background co che research beforehand, and the
interview was used as an opportunity for them ta ask questions about it, and for the
researcher to learn about the respondents’ work and rheir role in the development of
the BB. It turned out chat all had previous experience of responding to questionnaices
which asked rhem ro place their responses against a scale. In this partdoular instance,
they were requined (o mark a precige placing in the relevant cells to indicate cheir

Judgemeent,

The IVM application

The stages of the VM application are autlined here in narrative form; more technical
detail, baged on the IVM consultant™s mepoect, is given in Appendix 3.

Davelopment of referemt objectives

For the application of the IVM, a statemeat of chjecrives from the principal
stakeloldets in the subject under examination is the essendal scardng point for
establishing the value context for which the IVM instrumment is to be developed. In this
instance, the IV consultant drew on corporace documents, and oo che draft sec of
corporace business values mentioned above, to Hist a set of objectives, These were agreed
T the client, and then vsed o define a ser of five referent objectives (some problems,
and how they were dealt with are ourlined in Appendices 2 and 3
1 Develop BE in alipnment with company objecrives

Provide Ligh-qualley information to support BE development

Frovide highquality information produces to support launch of BE
3 Ensure high-quality compliance with legal and ethical standards
4 Ensure very good access to company expertise and knowledge

|2y
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5 Engsure high-quality intercommunications between all parties concerted with BB
development (includes provision of high-quality 15 and [T systems aligned o needs.

The guestionnaire and scales

The [VM uses a linguistic measurement procedure which allows assessment on the basis
of descriptive words or phrases o0 be mapped on to a ratio scale under controlled
condicions. The nincpoint scale used i scructured to act as an interval scale that ¢an
be converted into a ratio scale. The interval scale runs from 9 at one end to Complete at
the other with equal incervals: 0 {nothing), VL (very low]. L {low), BF {below par), ¥
ipar). AF {above par), H (high), VH (very high), C {complete). Appropriate linguistic
equivalents were provided in the questionnaire; an example is shown below:

7 How appropriate was the form in which it was asailable to you?

3 Absclutaly awhul

VL Very inappropriata for the way you needed 1o use it
L Inappropriate

BF Below acceptabls

P Acceptable

AP Fairly appropriate

H  Hrghly apprapriate

YH Almost exactly right

Z  Exactly right

The results from the questionnaires were entered into the IWM's spreadsheets,

Process medsl

Om the basis of the process model described earlier for development and laonch of the
BE, the IVM consultant created a conceprual model of the process which shows the
people involved, and the categories and information interactions of the questionnaire
{see Figure 1 in Appendix 2)

A simple financial model of the process can be stated in these terma:

(251
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The fingnciul value of the BB to the Group and irs sharehalders is the capitalisadon
of the final cash flow

Ttz woi{Inancial value to the Group is a compound of its costeffecliveness as a
financial insorument, and the ephancement it brings to market and ethical
reputatbion

The value of infermetion to Bond development is a compound of the
qualiry/usefulness of the information available, acquired and processed (by systems
and himan minds) in achieving Bond objectives. This is what the IVM criterion
measured in the present case,

The fimangal webee b the Group of the information vsed in develaping and suppotting
the BB is a function of the cash How gencrated, the usevalue of the informadon,
and the costs of all the assets involved in generating and supporting the Bond. This
required fuller financial and assetvalue data than could be acquired (see Appendix
3 for comments on the effects of this shortfall).

Daveloping the VM hiararchy

The [VM application involved four stages, as tllustrated in the outline madel shown in
Figare 1

i

Inputtng assessments from responses to the questionnaire

1 Conflation of responses, ic combining the 14 assessments for each Gtegory and che

1

three for each interacton into a single one for each

Conjoint measurement: the categories)interactions of the guestionmaire serve as the
bottome-level atomibutes For the [WM hierarchy proper. The VM consultant disided
them into subsets, each of which formed the lowest level of a conjoint
measurement reee with one of the five referent objectives at the cop. The resules of
the conflation process form the Input to the agrributes, and che output from each
COMjOINC Mmeasurement Tree i5 the value which information contributes to the
relevant referent abective,

Value mysasurement: A final value measarement takes the Gwe values at each
ohjective fTom stage 3, and measures their joint achieverment with respect to the

BB objectves as a whole. Furcher detail on the prooess is given in Appendix 2,
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Figure 1

Morwich Unien, Stage 2 The Bleentenary Bond: information apdit and valoe study

An outline medel of the VM structure far the case
Reproduced with permission af Profassor P K MaPhersan
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Technical limitations

Certain technical limitacions on the applicadon of the VM were imposed by the fact

thal the project was of fairly low priocity from Norwich Union's poinc of wiew, The areas

where the application was less fgorous than i€ would have been if iC were being done

o a contract basis wers:

« The small sample size

o Difficuloy in getting complete financial data, which made ic impossible to relate
the fnanclal contribution o intapgible value to cash flow

+ The limited staff time available for participation in developing the IVM hierarchy
and refining the criterion by which value was assessed.

(& full ageount of the limitafons, and cheir effect, is given in Appendix 3, which is
based on an awdit veport of the [VM exercise by the VM consulcani.)

Taking these limilations into account, in the judgement of che TWVM consulcanc the
guestionnaire was sufficient for a study of this kind, and the VM criterion was &
'mecessary and adeguate instrument from which meaningful results could be obrained',
which “in accounting terms ... provided a reasonable but qualified value audit’, [t is
therefore possible to have confidence in the findings reported, even though they are
more limited in range than would be the case in a full contractual application of the

Wil
Findings

The findings are presented here in the form of the non-technical report given to
Morwich Union an complefion of the project; Appendix 2 presents supplementary

technical detail.

Conflated results from assessors

As the salesconsultant respondents completed onky part of the questionnaire, resulis

are given separately for the projecr-team members and the sales consuliancs

Projact-team assessars’ judgements about the importancesquality of key categories

of informatian used in developing the Bend, The assessors were asked to judge:

[2A4]
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a) the importance of information on the topics listed above (p259) for their work in

developing the Bond

bl the guality of the informatoen they received

Application of the VM combined each assezsor's judgements to give a single

importancejquality reading for each category. 1n some categories there was a wide

range in judgemencs; this was probably due to the nature of the different assessors'

roles in the Bond's development: one was the project manager, and therefore had a

broader overview, while the other two were concerned with speclalist aspects,

Table i
Categaries ranked acearding to the highest value assigned

LT %

[+ ST 1

Ethical standards

Suppliars of praducts and services
Compettors and their products
Comgpliance requiramants

Legal requiremants

"“Who knows what' in Morwich Union
Market for the praduct

Developments in the insurance industry
Hamech Unien's past experignge

UK economic and soaal devalopmants

Those at the top of the list are also those where the range berween judgements is

largest; there was most agreement among assessors aver wWhat was of lower
importance/quality.

Project-team assessors’ judgements about interactions with other peopls over

Infarmation. The second part of the questionnaire asked about exchanges af

information among the peaple involved in the Bond's development and the systemsT

support they received, They were asked how important these were for achieving the
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ohiectives of the Bond, how well they worked, and how well what they received
ftiatchied what they necded.

The inceractions were as listed on p260

Application of the VM combined each assessors judgements to give a single
impartance/quality reading for each kind of interaction; the results of the process are
showm in Table 2. The widest range of judgoments was aboul inferactons between the

project team and sales consultants and intermediaries.

Takla 2
Interactions ranked according to the Rigaest walue assigred

1 'Within the praject team, ancut development of the Bong
1 Between the project team ard MU pelicy makers

2 Within the project wam about the assecated infarmation
products

£ Within the groject team, about Systems/IT suppart

£ Betweon project team and managers of infarmaton ard
knowledge resources elsawhers in MU

3 Betwenn the project team and salas cons ltants

4 Hetween tha project team and inbemedianies

Ln

Between peopie responsiole for assaciated informaten
products and suppliars

L Between sales consultants and intermediaries

There was close agreement among the assessors about the importancefvalue of!

+ SystemsIT support

¢ Inceractions within the project team about che deselopment of the bond and abour
the associats] information products

s Incetactions between the project team and managers of Korwich Unicn information

TEROUCeS
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Sales consultants’ responses. On the advice of the client, sales consuitants were
asked to reply only on three kinds of informaton interaction:

Between project team and sales consultants

Between project team and intermediaries

Between sales consultants and intermediaries

as it was considered that these were the only pares of the questionnaire to which they
could give a usable response.

The highest score and narrowest range among respondents was for interacbons
berween sales consultancs and intermediaries. This may mean that the sales
consultants see their ourward-facing. rather than inward-facing information
interactions as most important and wiluable, and focus on building their relationships
with their intermediaries (one interview emphasised the role of ‘point of contact” staff
in analysing relevant information from these interactions), Views varied on the
interactions between the project team and sales consultants and between the project
team and intermediaries, (One very low score for the lateer relates to an incident
reported by onc sales consaitant in which 1 communication fTom the project team £
intermediaries drew their attention o a compedng product of which they mighit
otherwise have been unaware.)

Crlterion results

The IVM aims to evaliace non-Anancial values with an authocity comparable to that of
financial accounting; it does 0 by steicr observance of measurement theory, rejecting
anything that does not comply, and by deploying conjoint measurement theory oo
combine many values within a well defined mathematical space. (See Appendix 2 for
an exposition of the WM criterion, based on the IVM consultant's technical reporth

The cantribution of infarmation to achieving Bond objectives. The criterion againsc
which the VM assessed the value achieved by the use of information and knowledge in
developing the Bond was the set of referent objectives. As described earlier., the
objectives were derdved, with the agreement of the client, by the IVM consuleant from
the Norwich Union objectives for the Bond, swwhich in turn derived from the Process
Dooument for the Bond.
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The conflated results from all the project-team assessors, described abowe, formed
the VM input to this stage. The output was the extent to which the use of information
supported each objectve.

The objectives, and the value achieved in supporting each by the use of information
ta combined reading, balancng the pemspectives of Uie three assessors), are shown in
Table 3.

Talbsle 3
Roferent apjectives ard tae value cortributed by infarmation

Chjective Value from use
of infarmation
[oer cent)
1 Develop Bond in alignment with MU Db ectives 73 percert
Fravide FOQ information to supoor: Bond
develapment
2 Provide HOQ information products o support 74 per cent
laurch of Band
3 Engura HO compliance with legal and athical #7 per cent
standards
4 Ensura very good access to ML expertise and 71 per cent
krowledge
5  Ensurea HQ intercommuricaticns between all 63 per cert

partigs concemad with Band developmert;
includes orovision of HO IS/ 1T systems aligned
ko naads

The 'sensitivity” of individual categories of information and Information interactions.
The meaning of sensitivity ln this context is that the more sensitive a category of
information, the more critical it is o achieving value, and therefore the more value
you can add bty improving its quality, and the more damage you do by reducing
qualicy. As the IV consultant's report expresses it “Sensitivites have considerable
Imanapgerial significance as they indicate what is cricical to the achievemnent of value,
and what is not” — and they resulr from complicared mathematical process and cannot
be predetermined to meet the wishes or prejudices of a cliens, The most sensitive

CAbEZOTiesITLEeTACTIONS SMeTEe a5,
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o Interactions within the project team, about the assocated information products

+« [nformation about competitors and thelr products

s The potential market for the product

+ Compliance requirements

+ Lepal requirements

« Ethical standards of Norwich Union in 15 relations with potential and acfual
customers, and your responsibilities in maintaining them

« Who knows what' = people in Norwich Union who have knowledge of particular

topics.

Im the context of this research, it is particularly interestng that interactions within
the project team about associared information products are so sensitive, especially the
damage that can be done by poor quality. The same applies to a rather lesser extent for
competitor and market information, With compliance and legal requirements, ethical
standards, and knowing "who knows what' in WU, there are smaller gains and losses ac
stale.

The least sensitive are interactions:

+ Between project team and managers of information and knowledge
resources elsewlhere in NU

# Between project team and intermediaries

+ PBetween sales consultants and intermediaries

These all relate to interactions berween the project team and what might be called
‘out-groups’, A question arizses as to whether chis is related to the views held by the
project team about the significance of such interactions, the guality of Norwich
Union’s information resouirces and their managers, the importance of sales consultants’

romtribuition?

Fimancial model and cost effectiveness

In the event, becauze of limitarions aon the tme which Norwich Union staff were able

to devate to the study, insufficient information was available for a detailed evaluation
of the Bond once launched, as a contributor to cash flow, It was possible, on the basis of
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the available financial data, to coeate only a minimal financial model, sufficient for ne
more than a demonstradon of how the IVM can be used for cost-effecriveness analysis.

Conclusions

What do e Ondings ailow us o say abour the matters which the project aimad fo

ASHCEET

The value the Bond has cantributed to MU in terms of money, achievement of

Group goals, reputation, ete

As explained ahowe, liTnitations on the contribution which Morwich Union was able to
ntake o the study imade i possible o go only as far as a costeffectiveness analysis of
the use of information in the development and Eaunch of the Bond,

In "M terms, costeffectiveness analysis involves obtaining the combined value of
the financial and intangihle components of value . In the present instance, the
combined cost-effectivensss walue arrived at by this process was 0.65 [where a value of 1
represents oprinal cost-effectiveness), The overall proportion of the costeffectiveness
value contribured by intangible inputs was high: 0.89, as against a monetary one of &.53.

The proportion of that value which came from applying knewledge and Infarmation

The IVM criterion resulez tell us horh the proportion contributed to achieving the
ohjectives by knowledge and information, and the sensitivity of individual categozics
and information ifreractions, i« their poteacial for adding and subtracding value.
Information contributes a high percentage 0 the value achieved in meeting the
Bond objectives, ranging from 63 per cent on intercommunications within the team
(including 15T support) to 77 per cent on compliance with legal and ethical standards,
The fizure for providing information products to support the launch is 74 per cent
Interactinng wirthin the project ream ahour the informadon products assodated
wich the Bond prosed to be the miost sengitive of the information categories and
information interactions considersd, [n other words, they are the most critical for
achieving value, wmprovement could add most 1o walue, reduction in quality do most
damage, Competitor and market information come next, thowgh much less sensitive,
folowed by compliance and legal requirements, ethical standards, and knewing "who

knows what' in Worwich Union.

27|



o sy Norwich Unien, Stage 2 The Bicentenary Bend: informatlon audlt and value scody

There are some interesting poines from the project-team assessors’ judgements
about informatdon categories and interactbions:

» They agreed in assigning lower importance{quality 0o; developments in the
ingurance industry; Norwich Union's past experience, and UK sodal and economic
developments.

» A high value was given to interactions within the project tcam, and between team
and managers of information resources alsewhere in Morwich Union

¢ The importance/qualicy of intefactons between project team and sales consultants
and intermediaries was given a low ranking [though in this case there was a wider
range of judgements)

Sales consultants” judgements on the theee kinds of interaction about which chey
werr asked [their own interactions with the project team and with intermediaries,
and those between the project team and intermediaries) suggest that they saw
outward-facing information interactions as meore important than those with project
team,

It seemis possible that the responses about these interactions from project team
members and from sales consultants may represent the ypical *head office/branch
office” tensions which often exist in organisations.

Proportion of the Bond's value contributed by its associated information preducts

Without information products, not much information would get around, either among

those developing the Bond, or between them and the outside world of customers to

whom the aim to scll it Information produces are the essential vehicles for the process.
While in this case, for reasons explained earlier it s not pogsible to show the

proporton they contributed to the value of the BB, what does elnerge is:

1 They are ranked high in the conflated results on importance/guality

2  The objective of providing information products is judged to be well supported by
information [it comes second, with 74 per cent)

3 [Interactions within the project team about information products are the most
sensidve of all categories{interactions.

‘We can certainly say that the results indicate a high conttibution of knowledge and

information o development of this investrment produect, and that they point to cerlain

2]
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kinds of knowledge and information, and certain informarion interactions which

appear to be particularly significant for enhancng value.

How these findings relate to those from the first-stage cage study

The importance which the people responsible for developlog the Bond actactied o
various categories of information and to interactions over information. and the
contribation which informacion was found to make co the value of the product, suggest
that the Group's information resources are an imporcane enough assec to require
strategic management. The firststage case study, however, revealed no indication thart
it has as vet considered information and knowledge as intangible assets meriting a
Group-wide scrategy, although supporr for fnawledge sharing across boundaries has
recently been promated ag a degivable aim, {Other businesses in the insurance field are
currently developing ‘knowled ge capiral’ strategies; see for example the accounr of The
Mutual Group values mapping project, which forms pare of such a strategy « Sainr-
Chigre, 1999,

Again, the findings from the VM applicaticn point to the importance of ready
access to a range of informaton, unhindered by boundaries between functions and
businesses within the Group {informarion about "Who Imows what in Norwich Union’,
and interactions between the project team and managers of information resources
ehiewhere in Morwich Union, for instance, were both ranked highly by respondents o
the questionnaire). But the fndings from the Orststage case study suggest chac *,.,
fragmentation and a degree of restriction of access ks the order of the day wich regard
to the rescurces of content and confextual information on which information preducts
— in particular those associaced with insurance and invesoment products - depend.”

Thiz trand seems even o be inrensified in the Group's currenc progress towards
transferring information to ifs Intrane, [§ was observed that chere appears tobe a
strongly felf need o keep the drculation of competitor information toa limiced
audience within cach individual business. Given that competiter Informadon was the
calepory that emerged as the second most sensitive (fe with the greatest potental foz
adding or subtracting valuef from che IVM analysis, this kind of resricdon would

appear co merit some critical insestigation.
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Norwich Union case study, Stage 2

Appendix 1
The Group's information and knowledge requirements

Information audit questionnaire
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Tabla 1

Tha geals of MU, and winat it neads to koow to achieve them

Goals

(1995 set]

Knawledge and know-haw
requirements

Delivar consistartly ta all Campany
customers excallant value for
money and high guality service

About customers

About econamic and social context in which NU waorks
Abaut competition and innavation in the mnsurance industny
Abaut NU's past dacisicns and their results

Absut NU's products fincludieg infermation products)

To be the preferred partner for
intermediaries

About intermediaries — those who wark with NU;
others
About products they handle

Ta oparate profitably and
EII'CIQFEIEEI‘.I‘EIFj' grow the value of
|

To mairntin a lewal of financial
strangth to support business
risk and reassure customars and
intermediaries

About finanecial simation of MU

About financial siteation of competitors
About rsk levels to ba provided against
Albout sk management

About custormers and intermediariss

To ke a team which takes pride gnd
pleasure in baing part of NU

Managemant

about staff and their capabilities

About industrial relations and negaotiation
Knaw-how in communicating and team working
staff: about the business and its situation;

about their respansibiiities and thosa of colleagues

Kriaw-bow in co-operating and team warking

To ba active in supporting the
cammunities in which we operate

Abaut tha local community

About MU's history in relation to the community

Taksie 1 continyed
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(apals Krewleoge and know-now
(1995 se] requirermants

Additional abjactives impiicit in goals

Ta deliver business objectives cost-  About the guality of infarmation systems

affectively
About managarrent af infermation resaurces and infarmatian

To maintain a cost-effactively systems

managec organisation
About management of IT

About guality of IT senices to end-users

About effectivenass of delivery ol IT senvices

Assumed goals n relation to
situgtian since flotation:

Te deliver value to sharehalders and  Abkout sharehalders
to retain their lorg-term commitment

Tz comply with all legal and Abaut legal and regu atory requirements and relevant
regulatary requirements 23 a plz bBeadies



Table 2
The information (content and ‘containers' ) which NU needs to draw on to maintain its knowledge

Knowledge and know-how Information required to maintain knowledge
requirements

Content ‘Containers'
About customers Who and where they are Database,

allowing access

Products bought via multiple

features

Transactions
Retention rates/losses

Views of value and quality Reports from
people in

Level of satisfaction with  regular contact
with them

NU's products/

services
New requirements Reports of special
research
About economic and social context in which  Demographic trends Appropriate
NU works statistical series
Age structure of Periodicals &
population press
Research reports
Economic situation On-line external
databases
Employment patterns Internet
Lifestyle/social trends
About competition and innovation in the Situation of competing Periodicals and insurance
industry companies press; ‘Intelligence’ reports
Their products & compiled from
services various sources
About NU's past policy decisions Decisions taken and Minutes, issues
results - successes and papers.
failures policy documents,
digests
Hard-copy or
electronic
files
continued
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Table 2 continued

Knowledge and know-how
requirements

About NU's products
information products

About intermediaries - those who work with
NU; others

About products they handle

About financial situation of NU

About financial situation of competitors

About risk levels to be provided against

About risk management

[278]

Information required to maintain knowledge

Content

Past & existing products,
people responsible,
results, lessons learned
Who and where they are
Relations with NU

Their customer base

Views about NU's
productsand services

Up to date figures

Accurate forecasts

Competitor intelligence

Requirements of custom-
ers and intermediaries

Research on risk
management

Compliance requirements

Past practices and their
results

‘Containers’

Hard copy or including
electronic
files

Database
Correspondence

Reports from
those in

regular contact
Reports of special
research

Database with
appropriate
software permitting
forecasts

Periodicals, press
Intelligence reports
compiled in-house/
outside

Reports from those in
regular contact

Special reports on
research

Periodicals, research
reports (published and
specially commissioned)

Articles and reports on
risks associated with
compliance failures

Records of decisions
and of effects; costs of
bad decisions

continued



Table 2 continued

Knowledge and know-how
requirements

Management:
About staff and their capabilities

About Industrial relations and negotiation

Know-how In communicating and team
working

Staff: About the business and Its situation

About their responsibilities and those of
colleagues

Know-how in co-operating, communicating

and team working

About the local community

About NU's history In relation
to the community

[279]

Information required to maintain knowledge

Content

Skill and knowledge
available; potential
database)

Current good practice

Current good practice

'Containers'

Appropriate personnel
records (files or

Periodicals, press, research
reports, conferences

Periodicals, press, research
reports, conferences

Briefings by managers,
newsletters, email

Regular, full and accurate
provision of Information

Appropriate Information  Appropriate contracts of

Relevant training and
development

Organisations
Local government
Contacts

Social situation

Previous actions and
their results

Archives and records

employment; employee
handbook; training
courses

In-house and external
training courses

Database of organisations
and contacts, and
records of transactions
with them with flexible
access

Local press, reports from
own research

Reports - In-house
and press

Hard-copy archives +
appropriate electronic
records of them

Current records files and
databases

continued



Table 2 continued

Knowledge and know-how Information required to maintain knowledge
requirements
Content ‘Containers'
About the quality of information systems Standards; specifications  Files (hard-copy or
vendors user feedback electronic)
About management of information resources What they are; where; Files; internal directory;
and information systems who is responsible visual maps; information
systems architecture
map
About management of IT IT infrastructure; location Files; internal directory;
of resources; who is maps
responsible
About quality of IT services to end-users Standards; specifications; Files (hard-copy or

vendor information; user electronic)
feedback and action on it

About effectiveness of delivery of IT Standards ; results of Files (hard-copy or
services monitoring ; action on electronic)
results
About shareholders Who they are Database
Holdings
Relations with NU Reports of people in
Views of NU regular contact and of

special research

About legal and regulatory requirements Legislation Copies of relevant
legislation and material

about its application and
interpretation

On-line external

databases
Regulatory bodies Database of
organisations
Contacts and contacts
The Company's relations
with them Correspondence files

[280]



Table 3

The information flows and interactions that are necessary amang people
to make effective use of the knowledge and information NU requires
ME Al information flows are in both directions

Customer information

Customers
Interrnediaries

. Direct sales staff

- & @ [ ]

Interactions’ informaticon flow
Between

o Customers
and

- Staff in touch with customers
and

& ® B B

- Isars of customer information
and »

Marketing

Praduct development

Those wha soemmissionfcamy out rasearch
Systams/IT staff*

Irterrmediarias
Direct sales staff
Researcherg

Markating

Product developars

People respansibla for information products
Palicy maloers

SysternaTT staff responsible for design of
customer database

Infarmatian shout economic and social contaxt

| b

] Staff responsible for
acquiring and analysing
relavant irformation .

| . ik ion f

Betwean

L] Staff responsible for acquiring
ard an:r;;ing relevant
infarmation
and .

* Mote: Systemal|T staff are concerned in nearly all information interactions, because

Decision-makers on policy, products
arnd merketing
Systems/IT staff

Suppliers

Cecision-makers on palicy, preducts and
marketing

SyatemalIT staff

they are responsible for ensuring that systems and T support people in using
infarmation in the ways that they reed

[

oantinuead




Tabla 3 continued

infarmatian abaut competition and innovation in the industry

Pegple involved

*  Those who monitar -
competition and innavatian

= Decision-rnakers on paiicy, .

praducts, marketing

Interzctions’icformation o

Betwean
= Those responsibie for monitzrnin
and *

Thase in centact with intermediarias,
sa’'es staff, etc
Systems/|T staft

Suppliers of information
Crecision-makers on policy, products and
marketing

Systems/|T staff

About WU's past pralicy deisions

= Thase who Managds
recorgds of Compary decisions

Betweean
* Those who manage records
aned -

v [Decisian-makears
v Gystomsd|T staff

Thase who need access ta them for Gecisior

making, etc

Systems/IT staff

About intermediaries and the praducts they handle

Penpl

L] Intermeciaries .
L Thair contacts in MU=

[in k]l

Interactiaons’inioe 1
Betwoen

- Imtermediarnes
an

Those respansible for products they handle
Those who monitor competitors in the
industry

Those wha cammissionScarry out research on
intermadieries

Their contacts in MU
Those rasponsible for products they handle

continued



Tabla 3 continued

Interactions/information flow
Hetwesn

- Those who monitor
campetitors

and * Thiose who deal with intermeadianas
. Thosa rasponsible for the products they
hardle

L] Thase who commissiandcarry
aut research

and . Thosa wha deal with intermediaries
= Those responsible for the preducts thay
hardle

About NU's financial situation

Paople imvaheid
*  Finance mansgers & |Intermedizries and those responsible for contact
*  Sonior management with tham
=  Employees »  Customers ang those responsible for contact
=  Press/FRfinternal communicas with themn
tions staff »  Systemsf|T staff
Intaractionsdinfarmation flow
Betwean
¥ Finance managers
and i Sanigr management

*  Benior management
ard . Emplayaas

. Thase responsibla for contact
with intermediaries and customears
and 1 Intermediaries
. Customers

. Praes=/FPR{internal communica-
tiong staff
arcl - Press
. Employesas

continuasd
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Table 3 sentinuad

Apbout the financial situstion of competitors

FPeople invalved

These resparsbla for
compatiter irformatian

I . fini . low
Between

Aboue risk levals to be provided against

Those responsible for
competiter nformation
ard .

People inyoled

CUsSTOMmers .
Intermeadiarias .
Direct gales stall e

interactionsfinformation fow
Batweaen

Those v cantact with customaears
and inkarmediaries
and .

Dacisian-makers on policy, progucts ang
marketirg
SyatermnsS|T staff

Markedng
Product aevelapmeant
Those whe commissionfcary out reseanch

Marketing
Producs development
Systems’| | stas

Abagt risk management

Pea

le involve

Staff invaived ir managing '
risk

Managers of records/comeany =
history

Those who commissicn and
carry out research

Interactignsfinfarmation flow
Hetweaan

Staff involved in managing risk
and "

Staff concerroc with masting
compliance requirements
Managars of relevant axternally
ariginating infermation

These coneemed with meeting compiance
requiraments
Managers of records/cormpany history
Managars of axtarnally criginating
informaticn
Thogse who commission and camy out
research
SystemsAT staff

continued



Takie 3 continued

About human rasources
Paopla invohwed
- Line managers

%taff for whom thay are

responsible
* Systamsf T staff

| . inf . ]
Betwean
. Line managers

and

. Human rescurces ma nagerk

and

Humam resources managersftraining

and development staff

Staff responsible for keeping up to date with
relevant extemal informaticn

Staff for whom they are responsible
Human resources managers/training and
developmert staff

Staff responaiole for keeping up to data with
relevant beat practice in%rmaﬁ{:n
Systams/|T staff

About industrial relations, negatstion, communicating, etc

Faopla involved

- Lina managers

¢ Staff for whom they are
rasponsible

- Human resources managerss
training and devalopmant staff

Interactionafinformation flow
Egtwaen
. Ling managers

and

* Hurnan resources ma nagers

and

[285]

Staff responsible for keeping up to date with
relevant external information

Employes representatives

Systarms/|T sraff

Steff for wham thay are respansible
Human resources managarstraining and
development staff

Employes representatives

Staff responsibde for keeping up ta date with
relevant bast practice information
Systamsf|T staff

contimuad




Takle 3 contirued
Employee knowledge sbout the business ang its situstion
Poopla invalved

+  Employees «  Meddle and seniar managernent
*  |nternal communicatizns staff

Betwean
. Emplovess

and *  pMicdle and senior management
L Imternal communications staff

and =  Empoloyses

About their respongibilities and those of their colleaguas

Peopla invaived
* Ermployesas and thair » Human resources managerstraimng and
*  Suaff responsible for internal maragers cavelapment staff

cammunicaticn

Interactions/information_fiow
Betwean
. Employees
an =  Their managers

Colleagues in other areas of the businass who
contribute to the processes they are invelved in

= Human resources managersftraining and
development staff

Frow haow in co-aperabng, commorncatig dng feam worsing

Peaple invohed
- E'Tnplng,,-&es and thaer @ Human resources managersatraining
Managers and develooment staff
nteracriongir formati |
Setwaen
*  Employees
and . Treir managers

. Human resgurceas managers'training and
development saff

continued
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. Takle 3 continued

About the local community ang MNLU's history in relation to 1T

- Staff responsible for
external relations

- Press/FR

* Local media

*  Systems/IT staff

I ions/information f

Betwean

- Staff responsible far extemal
ralariansg
ard

» Press/FR staff
aricd

[287]

Leseeal mrgani%tinwaﬁumnassﬂﬁ
Lacal government

Educatioral instibutions
Managers of records and archives

Local organisationsbusinesses

Local governmant

Educational insttutions

Managers of Company records and archives
Press/PR staff

Systemsf|T staff

Local madia




Information audit: Norwich Union, Bicentenary Bond
Draft questions for interviews
Part 1

Date

Name

Job title

Role in relation to Bicentenary Bond

Instructions for filling in:
Put a 'blob’ in the place that matches your judgment on each question for each kind of information,
locating it in the relevant space to show precisely where it comes on the scale.

Example

information



Part 2 The categories of information used

This part asks about the kinds of information you used in your work on the Bicentenary Bond.

Information about

OTmmgNom>

Q1la

The potential market for the product

Competitors and their products

Developments in the insurance industry

UK economic and social developments

Compliance requirements

Legal requirements

Ethical standards of Norwich Union in its relations with potential and actual customers, and your
responsibilities in maintaining them

Norwich Union’s past experience (including past and existing products and supporting information
products)

‘Who knows what' - people in Norwich Union who have knowledge of particular topics
Suppliers of products and services (eg design groups, writers, printers)

In your work on the Bicentenary Bond, how important was information about [Category ...]?

VL

BP

AP

VH

A B C D E F G H J

Absolutely no importance *

Very low importance

Low importance

Below middling importance

Middling importance

Above middling importance

High importance

Very high importance

Absolutely critical

‘Absolutely no importance’: go on to next category ; otherwise, go to Q1b



Q1b
How much did you use it?

0 Not at dl

VL Very infrequently

L Infrequently
BP Sometimes
P Fairly often

AP Quite often

H Frequently

VH Very frequently

C Constantly

Information about

A The potential market for the product

B Competitors and their products

C Developments in the insurance industry

D UK economic and social developments

E Compliance requirements

F Legal requirements

G Ethical standards of Norwich Union in its relations with potential and actual customers, and your
responsibilities in maintaining them

H Norwich Union’s past experience (including past and existing products and supporting information
products)

I ‘Who knows what' - people in Norwich Union who have knowledge of particular topics

J Suppliers of products and services (eg design groups, writers, printers)

Q2a

Did you use it for developing the Bicentenary Bond? (tick)

Yes-----

No -----

Q2b



Q3 The next questions are about how the quality of the information you used matched the ways in which
you needed to use it

Q3a

How appropriate was the coverage for your needs?

A B C D E F G H 1 J

0 Not at all

VL A little of what you needed

L Some
BP A fair amount
P About half

AP Quite a lot

H A great deal

VH Almost everything

C Everything you needed

Information about

The potential market for the product

Competitors and their products

Developments in the insurance industry

UK economic and social developments

Compliance requirements

Legal requirements

Ethical standards of Norwich Union in its relations with potential and actual customers, and your

responsibilities in maintaining them

H Norwich Union's past experience (including past and existing products and supporting information
products)

I ‘Who knows what' - people in Norwich Union who have knowledge of particular topics

J Suppliers of products and services (eg design groups, writers, printers)

m'nrnUﬁUJ:D



Q3b How accurate/reliable was it?

0 Wholly untrustworthy
VL Very inaccurate/unreliable
L Rather inaccurate/unreliable

BP Below par

P Moderately
AP Fairly accurate/reliable
H Highly accurate/reliable

VH Very high accuracy/reliability

C Absolutely accurate/reliable

Information about

A The potential market for the product

Competitors and their products

Developments in the insurance industry

UK economic and social developments

Compliance requirements

Legal requirements

Ethical standards of Norwich Union in its relations with potential and actual customers, and your

responsibilities in maintaining them

H Norwich Union’s past experience (including past and existing products and supporting information
products)

I ‘Who knows what' - people in Norwich Union who have knowledge of particular topics

J Suppliers of products and services (eg design groups, writers, printers)

m'ﬂmoﬁw



Q3c:
How appropriate was the level of detail for your needs?
(inappropriate can be too little or too much)

A B C D E F G H 1 J

0 Absolutely inappropriate

VL Very inappropriate

L Inappropriate
BP Below acceptable
P Acceptable

AP Fairly appropriate

H Highly appropriate

VH Almost exactly right

C Exactly the right level

Information about

The potential market for the product

Competitors and their products

Developments in the insurance industry

UK economic and social developments

Compliance requirements

Legal requirements

Ethical standards of Norwich Union in its relations with potential and actual customers, and your

responsibilities in maintaining them

H Norwich Union’s past experience (including past and existing products and supporting
information products)

I ‘Who knows what' —people in Norwich Union who have knowledge of particular topics

J Suppliers of products and services (eg design groups, writers, printers)

OmMmgO®@>



Q3d
How appropriate was the form in which in was available to you?
(eg did it make it easy or difficult for you to extract what you needed?)

A B C D E F G H 1

0 Absolutely awful

VL Very inappropriate for the way
you needed to use it

L Inappropriate
BP Below acceptable
P Acceptable

AP Fairly appropriate

H Highly appropriate

VH Almost exactly right

C Exactly right

Information about

The potential market for the product

Competitors and their products

Developments in the insurance industry

UK economic and social developments

Compliance requirements

Legal requirements

Ethical standards of Norwich Union in its relations with potential and actual customers, and your

responsibilities in maintaining them

H Norwich Union’s past experience (including past and existing products and supporting
information products)

I ‘Who knows what' - people in Norwich Union who have knowledge of particular topics

J Suppliers of products and services (eg design groups, writers, printers)

m_nmomm>



Q3e:
Was the information available to you at the time you needed it?

A B C D E F G H 1 J

0 So out of time as to be useless

VL Very badly timed

L Badly timed
BP Below acceptable timing
P Acceptable timing

AP Fairly good timing

H Good timing

VH Very good timing

C Exactly at the right time

Information about

The potential market for the product

Competitors and their products

Developments in the insurance industry

UK economic and social developments

Compliance requirements

Legal requirements

Ethical standards of Norwich Union in its relations with potential and actual customers, and your

responsibilities in maintaining them

H Norwich Union's past experience (including past and existing products and supporting information
products)

I ‘Who knows what' - people in Norwich Union who have knowledge of particular topics

J Suppliers of products and services (eg design groups, writers, printers)

m'nmUﬁUJ:D



Q4
How well did it contribute to meeting the key business objectives of the Bicentenary

Bond?
A B C D E F G H 1

0 No contribution

VL Very poor contribution
L Poor contribution

BP Less than acceptably
P Acceptably well

AP Fairly well

H Good contribution

VH Very good contribution

C All that could be wished for

Information about

The potential market for the product

Competitors and their products

Developments in the insurance industry

UK economic and social developments

Compliance requirements

Legal requirements

Ethical standards of Norwich Union in its relations with potential and actual customers, and your

responsibilities in maintaining them

H Norwich Union’s past experience (including past and existing products and supporting
information products)

I ‘Who knows what' - people in Norwich Union who have knowledge of particular topics

J Suppliers of products and services (eg design groups, writers, printers)

OmMmg O w >



Q5
How important was it for creating a product that would sell well in the intended market?

A B C D E F G H I J
0 Absolutely no importance
VL Very low importance
L Low importance
BP Below middling importance
P Middling importance

AP Above middling importance

H High importance

VH Very high importance

C Absolutely critical

Information about

A The potential market for the product

B Competitors and their products

C Developments in the insurance industry

D UK economic and social developments

E Compliance requirements

F Legal requirements

G Ethical standards of Norwich Union in its relations with potential and actual customers, and your
responsibilities in maintaining them

H Norwich Union’s past experience (including past and existing products and supporting information
products)

I ‘Who knows what' - people in Norwich Union who have knowledge of particular topics
J Suppliers of products and services (eg design groups, writers, printers)



Q6a
How important was it for creating a product that would meet the needs of
intermediaries?

A B C D E F G H J
0 Absolutely no importance
VL Very low importance
L Low importance
BP Below middling importance
P Middling importance

AP Above middling importance

H High importance

VH Very high importance

C Absolutely critical

Information about

The potential market for the product

Competitors and their products

Developments in the insurance industry

UK economic and social developments

Compliance requirements

Legal requirements

Ethical standards of Norwich Union in its relations with potential and actual customers, and your

responsibilities in maintaining them

H Norwich Union’s past experience (including past and existing products and supporting information
products)

I ‘Who knows what' - people in Norwich Union who have knowledge of particular topics

J Suppliers of products and services (eg design groups, writers, printers)

m_nmomw>



Q6b
How important was it for creating a product that would meet the needs of potential
customers?

0 Absolutely no importance
VL Very low importance

L Low importance

BP Below middling importance
P Middling importance

AP Above middling importance

H High importance

VH Very high importance

C Absolutely critical

Information about

The potential market for the product

Competitors and their products

Developments in the insurance industry

UK economic and social developments

Compliance requirements

Legal requirements

Ethical standards of Norwich Union in its relations with potential and actual customers, and your

responsibilities in maintaining them

H Norwich Union’s past experience (including past and existing products and supporting information
products)

I ‘Who knows what' - people in Norwich Union who have knowledge of particular topics

J Suppliers of products and services (eg design groups, writers, printers)

OmMmmg O ®>>



Q7
How important was it for maintaining the reputation of Norwich Union?

A B C D E F G H 1 J

0 Absolutely no importance
VL Very low importance

L Low importance

BP Below middling importance
P Middling importance

AP Above middling importance
H High importance

VH Very high importance
C Absolutely critical

Information about

A The potential market for the product

B Competitors and their products

C Developments in the insurance industry

D UK economic and social developments

E Compliance requirements

F Legal requirements

G Ethical standards of Norwich Union in its relations with potential and actual customers, and your
responsibilities in maintaining them

H Norwich Union’s past experience (including past and existing products and supporting information
products)

I 'Who knows what' - people in Norwich Union who have knowledge of particular topics

J Suppliers of products and services (eg design groups, writers, printers)



Part 3

OLo9wWOozZ— R

" x

Q8

Interactions with other people over information

This part looks at exchanges of information among the people involved in the Bicentenary Bond,
and at the systems/IT support they received.

Exchanges, interactions, support:
Within the project team responsible for the Bicentenary Bond, aboutdevelopment of the Bond

Within the project team, about the associated information products
Within the project team, about Systems/IT support
Between project team and sales consultants

Between project team and intermediaries
Between people responsible for associated information products and suppliers

Between project team and managers of information and knowledge
resources elsewhere in NU

Between project team and NU policy makers

Between sales consultants and intermediaries

How important was this kind of interaction/information interchange/support for

* 'Absolutely no importance’: go on to next type of exchange
Any other response, go to Q9



Q9

VL

BP

AP

VH

ovozZzZrr ~

wn

How well did it work?

Didn't work at all

Very poorly

Poorly

Below middling

Middling well

Quite well

Well

Very well

Perfectly

Exchanges, interactions, support:

Within the project team responsible for the Bicentenary Bond, about development of the Bond
Within the project team, about the associated information products

Within the project team, about Systems/IT support

Between project team and sales consultants

Between project team and intermediaries

Between people responsible for associated information products and suppliers
Between project team and managers of information and knowledge

resources elsewhere in NU

Between project team and NU policy makers

Between sales consultants and intermediaries



VL

BP

AP

VH

pvozZgr R

wn

How did the quality of what you got from it match up to what you needed?

K L M N 0 P Q R S

Not at all

Very poor match

Poor match

Below middling

Middling match

Quite a good match

Good match

Very good match

Exactly what was needed

Exchanges, interactions, support:

Within the project team responsible for the Bicentenary Bond, about development of the Bond
Within the project team, about the associated information products

Within the project team, about Systems/IT support

Between project team and sales consultants

Between project team and intermediaries

Between people responsible for associated information products and suppliers
Between project team and managers of information and knowledge

resources elsewhere in NU

Between project team and NU policy makers

Between sales consultants and intermediaries



Norwich Union case study, Stage 2
Appendix 2
Points from the technical report of the IVM consultant

Introduction

The IVM consultant prepared a report on the project, designed in part to conclude the
assignment and in part to provide a case study for training of IVM practitioners. This
appendix summarises relevant parts of the report, and reproduces tables and figures
from it, with permission of Professor McPherson. The sequence follows that of the

narrative account given in the case study.

Referent objectives

The process of determining referent objectives for the IVM criterion is summarised in
Table 1. It should be noted that some of the objectives deduced by the IVM consultant
from corporate documents (Column 2) were not supported by any information that
would be provided by the questionnaire; this created the problem of stating a small set
of objectives that would both capture the essence of the blocks in Column 2 and have a
proper match to the value contributions coming up from the responses to the

questionnaire. The audit in Appendix 3 comments on the effect of this.

Questionnaire and scales
As described in the case study, the linguistic measurement procedure used in the IVM
permits mapping from assessment in linguistic terms on to a ratio scale.

07 L B P A H X C

«0 0 1 C»
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F1

F2

F3
F4

51
52
53

55
56
57

E1
E2
E3
E4
E5

c1

c2

DETERMINATION OF REFERENT OBJECTIVES FOR IVM CRITERION

Top-down from Corporate Objectives

Column 1

CO OBJECTIVES

Note: CO = Client company; IA * Information Analyst

INTERNAL CORPORATE VALUE SET

Deliver value for money + quality of service to:
and i iaries
Operate profitably and increase value of Group for Shareholders
Maintain a cost-effective management organization

Deliver business objectives cost-effectively
Maintain an appropri level of fi i P
Work cooperativtey and with high morale

STAKEHOLDER VALUES THAT CO AIMS TO MAINTAIN
Customers

Satisfaction with value of products and service quality
Confidence inCO

Readiness to interact with CO

%hareholders

Staff

Commitment to CD's aims
Confidence in group as trustworthy business & ethical employer
Satisfaction in work that they do

The community
Hold CO in good regard as a company that respects and contributes

to the i of the where it works

OBLIGATORY AND ETHiCAL VALUES
seeks to maintain and gain a deserved reputation

in all
Max i p with s, staff, .
Respect for environment
C i to and to clearly defined ethical standards
to ge and errors

COMPLIANCE AND RISK AVOIDANCE

Ensure that all legal req to of i

are understood and fuHy met

Ensure that risks of loss, damage to interests of the Group, customers,
staff, ity are and i

Column 2
CO OBJECTIVES for BOND

Developed by IA
by CO and ppropri

HIGH LEVEL
Product should meet needs of customers
Product to be profitable at launch and on-going

BUSINESS SYSTEMS

and IT { to match i quil
Establish and support Best Practice
Admin system should meet business requirements
Put performance monitoring system in place

MARKETING
Ensure that product meets the needs of the customer
P & i a in Strategy

Promote products
Manage products through life-cycle

Co Im
E satisfy P
guidelines, customer focus and plain English requirements

SALES

sales in case and more

Ensure that product is placed on preferred provider panels

Train sales force

GROUP COMPLIANCE

Satisfy y reporting requi
Support:
Legislative compliance
EU directives
Contract law
Trust law
legal risks,

Column 3
REFERENT OBJECTIVES FOR IVM CRITERION
Retrofited by PKM to link Info toCO jecti
Accepted by CO and IA as sufficient for the study.
B * Bond HQ *=High Quality

p Bond in ali; with CO 11
Provide HQ Info to support B development

Ensure very good access to CO expertise & Knowledge

Provide HQ Info Products to support launch of B

HQ i icati between all parties
d with B
includes provision of HQ IS & IT systems aligned to needs

G3 Ensure HQ Compliance with Legal and Ethical Standards
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The interval scale shown abawve extends from £ to X with equal incervals; any
agsesstnent belaw £ is read as ‘nothing” and any above X as ‘complere’, and closures are
forced at 0 (nothing| and C {complete) at one half interval below ¥ and above K. The
resulting scale can be treaced as a ratio scale with a numerical shorthand for the grade
points, though assessors are required only to think in terms of the linguistic intervals.
The M handles the subsequent processing to provide a value assessment at each
Inpur az a numerical proxy for the verbal srade given, In full applicactions of the [V,
the preferred method of assessment is by a facilitated sroup, whose assessments can
then be treaced statistically as the readings from an error-prone inscrument. In the
present instance this was not done, as the number of assessors completing the full
questionnaire was cog small a sample.

Table 2 shows the summary of the nomenclatice used in che VM spreadsheers o
represent the questionnalre categories/interactions and questions,

Procaess medel

Figure 1 is a conceptal model of the Bond process from development through to its
markoet; it shows the points at which the people involred contribute, along with points
at which the information categories and interactions of the questionnaire are called
into play. The I'VM scructure adopted creats the cacegories A-K and interactions L-5 as
the bottom-level attributes of the value hisrarchy.

Developing the VM hierarchy

Figura 2 provides a "wiring diagram' of the WM hierarchy as adapted o che
questionnaire uzed in the information audit, [0 shows in maore deail how the conflation
hierarchy feeds up o the conjoint measurement trees and on up o the value merric;
each cirgle represents a node that is calibrated appropriately. as described below under
‘The VM criterion”

The colour coding represents:
» Pink: all information categories axcept for legal and compliance onas
o Green: legal and compliance categories

»  Blue: all information inferactions,

[250]
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Tak:e 2
Information audit: response sheet master

Reproduced by permission of Professor P K McFPhersan frem his

Report en an VM application
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Figure 2
Ovarview of the VM hierarchy

Reproduced by permission of Professor P K McPhearsan from his
Report on an VM application

OVERVIEW OF THE IVM HIERARCHY
"VWIRING DIAGRAM ' for the Wi HIERARCHY as edaptad to tha INFO QUESTICHNAIRE

COLOUR CODE
VALUE METRIC
[—liNFocatsa-y OVERALL VALUE of INFO
except E,F.G in support of Bond Launch
[_JINFOCATSEFG CORPORATE VALUE
[___"]INTERACTION CATS
K-8 /' VALUE of INFO SUPPORTS
V of Info Provisi
REFERENT OBJECTIVES
Values contributed from |
| G1 G2 G3 G4 G5 -
g 2 2 4
CONJOINT Q of Info ref Q of Info ref Q of Info Q of Access Q of Interaction
MEASUREMENT Bond Info Prods Compliance to Knowledge & IS/IT support
TREES
Q of Info provided R
| A B 4 EFG |H I
/\ Q of Info sup; Q of Info sy QofPT
ref G1 ref G2 Interacti
CATEGORIES ACT AS Categories K - S
BOTTOM-LEVEL ATTRIBUTES [
K o P By Ao e ‘.

{K R
5 < >

COMBINED CONTRIBUTION FROM INFORMATION SOURCES ALLOCATED TO EACH CATEGORY IN TURN

QUALITY OF INFORMATION feeds to each Category

/v \ & 4
‘____Lmﬂu_ MM J
Quality of Info provided Contribution to Bus Dbj
CONFLATION
HIERARCHY Market
(CONJOINT Alignment
COMBINATIONS)
3a 3b 3c 3d 3e 4 B 6a 6b 7 9 10
= g 0 3 s 0
IRERAR AR R R AR AR R g H
§ - T I T - I - :
1ST LEVEL INPUTS K-
SR E EE R RE
g o = s

INPUT ASSESSMENTS from the QUESTIONNAIRE
Each Category A - J, K - S is assessed over the range of questions.
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Input asseszaments

Regponses to questions 3 - &b and 910 from the questionnaire were used a3 assessment
inputs. Guestions 1, 7 and & provided inputs to the weighting process described below
under ‘The VM criterion’

Conflation hierarchies

Bach information category {A-]) received nine assessments, and sach information
interaction [K=-5) two. An allocation process is required to

1 Feed the input level of comflation with the set of 11 atsessments

%2 Read the conflated puipuot vahae

2 Place it as the input value to the appropriate category-attribute at the bottom  of

the conjoint measuting hierarchy

Value metric

The VM mieadares and combines the values lagically from bottom to the top. The
structure, although apparetitly complex, is a simple and logical build-up of operatinmal
levels:

Let Vi..) signify the value of (..

amd ¥ <. the combined value of <.

and let the top value be WI| G} which reads ag the value of information given the
get of referent objectives G.

The bracket <, > implies a logical combinatorial operation from the associated
hierarchy,

Top combitwed valiie:
VI G} = VMGl x = 1, 2, 3, 4, 5= where x 15 the index of an objective

Achieved value at the objectives:
ViGy) = VeWXAy). | = A, B, C, ... B, 5>, where ¥A) {5 the jth eategory depending
from the xth objective, and | 15 the category letter index



Nerwich Union Staps 2: Appeodiz 2

Conflated value inputs to the categonv-attribures:
ViTaq) = V=<V{iPy), k = 3a, 3b, _6b, 7, 9, 10>, where JPk 15 the assessment from the

Kth question for parent caregory 1A

Findings
Caonflation results from the three project-team respondents

The conflation process takes the 9 ¢ 2 quesrionnaire assessments for cach category and
commbines them w give a single reading that reports the integrated value-mezaning of
tha 11 assessments to the category. As stiowit in Table 3, the conflated results for each
category are presented as bar charts for each respondent. with the numerical value
underneath,

An TWVM combinatorial structure applies a logical combination that complies with
the requiremnents of multi-dimensional conjoint measurement theory. [ngeneral, only
those values thar zatigfy an additive or concatenation rule (eg 3cm + 3om = Eoin)
combine addicvely,

Different combinatorial rules apply to other forms of combinacion; for example take
the combination of the information attributes assessed under questions 3A-3¢ of the
questionnaire [coverage, accuracy, detail, presentation, tmeliness), The typical scoring
approach is to assign scorcs to cach on a oot oo carefully defined scale and average.
This would mean, for cxample, that the combinatdon of complee coverage {score 1} and
complete unreliability [score 0) reads as "half good” (scote 0.5), but clearly it is no such
thing. as complately unraliable information is useless, regardless of its coverage.

An example from the assessments of respondent 1 of category H shows that the
cofflated value fram the 11 agsessments is 0.75. meaning that the information availabie
Iy this caregoiy was 75 per cent good with respect to the complete acquisition of all
relevant information, In comparison, an additive average rule yields 0.569 for the same
agzessments: this the conflation process has found maore value” than che average in a
string of rather good assessments [equally, it would have come up with less than the
average for rather poor ones). The actual Bgure for the conflated readings depends on
how the rules and calibrations of the nodes in the comblnatory hierarchy evaluate the
inputs (for an outline, see below, under "Conflation hierarchy'}

[225]
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Tahble 3
Charts for conflabed results from assessomE

Reproduced by permission of Frofessor P K MePherson from his
Report on an (VM application
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Criterion results

Table 4 summarises the formal values for the three project-team respondents (the
criterion was not applied to the results from the sales consultants. who assessed only
thee interactions. A fourth 'assessor’ 7 is included to represent an 455£850r wiio
balances the perspectives of the three actual assessors; Z's assessments are Lhe
arithmetical mean of the conflated categoty readings of the other three. It should be
noted that the criterion used was callbrated only for one respondent — the Product
Manager for the BE, and so the results shown indicate the quality of information az
assessed by three team members, but evaluated with the team leader’s perspective.

Comparison of the assessments shows differing judgements about the quality of
information among the respondents, which may be attributable to their differing
professional roles in the team.

The middle bar in Table 4 shows the sensitivity of the crterion €0 ghe information
caregories and interactions in the questonnaire. The sensitivity is obtained by holding
all inputs at 0.5, and reading the changes in the combined value at the top as cach
input category value is changed from 1 to 0. The length of the bars indicates the degree
of sensitivity, the colour what happens when the category is set to 1iyellew]| or & [red}.
It should be noted thar the sensitivicies are che result of the complicated mathematical
process described above, and cannot be influenced by the wishes or beliefs of
respondents. As discussed In the case study. interactons within the project team about
the associated information preducts emerged as the facror to which value was most
sensitive. while the lowest-ranking were interactions berween the project team and
managers of information and knowledge elsewhere In Norwich Union, between the
project team and intermediaries and between sales consultants and intermediaries.

The IVM criterion

The strucoure and calibration of the IVM ¢riterion determine the values reported from
the input assessments. The structures of the conflation hierarchy and the criterion
hierarchy are briefly described here,
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Table 4 o
Results summary and citeron s&nsitivities

Raproduced by germisgion of Professor P K McPhersan from his
Report on an IVM application
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Conflation hierarchy

Figure 3 shows a screen dump of the conflation hierarchy for one categery, As noted,
the Product Manager who acted as client was closely involved in calibrating the
Foucture.

Two combinatorial rules are used in the hierarchy: the Multiplication (M) rule and
the zaal ((7) rule. For the M rule the combined value VIX,Y) is propordonal to che
product of the two branch inputs [X,Y). The larger V3L Y} i5, the nearer it is to the
desited wertex (1,11, taldng into account the branch weights, Brancl weights wiX| and
w(Y) represent the relative imporcance of X and Y to the achievernent of the combined
value: wiX| = WE1+W), XY = I - x(X]). The hierarchical weights HW in the figure
indicate the relative importance of the node due to its pogition in the hierarchy [see
below for discussion of setbng the weights).

Under the other combinatorial rule, the Goal rule, the combined value L5 directly
proporrional to the nearness of the coordinate XY to the vertex (1,1), after modification
for brangh weights.

Tt should be noted that value is always expressed on a uniform (ratio) scale in the
ratige 0 and 1, where '0' means that the input wvalues to the node are less than agreed
minlmum threshold, and ‘1' that the value concerned has been achieved, and that
proporoonalicy on the scale holds in between, ie the top value of 0.79 in the figure
means that the combined value of the nine inpur assessments is 79 per cent of
complete achievement,

The IVM permits shape functions to be included {shown in the fgure under the
bottom row of the criterion). The functions are selecred from a given range and allow
the client to modify the inputs to the bottom ow of nodes, and there only; this
modification does not aftect the structure and calibratdon of the criterion above. The
client selects from a menu of given functions to match the way that value 5 perceived

to alter ag the underlying input alcers.

The valus criterion

Figurc 4 is a screen dump for the value criterion, The inputs at the bottorn are the
conflated values for all the categories from the conflation hierarchies, and the colowr

coding. as in Figure 2, is:
+« Pink:all informatdon categories except for the legal and compliance

(299
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s Creen: legal and compliance categories
s Blue: all information interactions

The criterion shown records the values using the assessments of the Product
Manager. The referant nodes lie in the green bar. which iz an important dividing line in
an IVM criterion. Above the har the valuation hierarchy is a true metrie, and a Goal rule
is applied Lo all the nodes, whereas below it the nodes are fitted with rules that
correspond with the local conjoining cotnbination {in this case in fact all the conjoining
nodes were found to be goal-oriented and fitted with a G-rule], but this is not
necessarily always so.

Setting hierarchical weights for the nodes

It 15 important to obrait these by a methoed that is as near to an objective weighing

balance as possible, because of the evident interaction between weights and

sengirivities (see Table 4 above]. Three constraints have to be observed in sefting

hierarchical weights:

1  The weights in each level should add eo 1

2 The hierarchical weight of a higher node is the sum of those of the lower nodes
which feed it

3 The top fode should have a hierarchical weight of 1. The weight ratbos are then
a function of the hlerarchical welghts immediately below, and adjust

automatically.

This means that the hierarchy weights in all intermediate levels of the hierarchy
arc constrained by the “calibration weights' insetted for the referent objectives, and at
the bottom level, Althoupgh these are the regult of human judgement, they can be
obtained by a methodology that constrains it to something which 15 almost objective, as
deseribed below,

Obtaining calibration weights for referent objectives and bottom-level attributes

The method depends on pairwise comparisons of the importance of a set of elements,
with the results entered, followlng strict procedures, into the cells of a Binary
Comparison Matrix Solving the matoly for 115 eigenvalues yields a vector whose
elements are the relative weights of the origlnal elements, In the absence of the

EL
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Figure d
Screen dump for the value criterion

Reproduced by permission of Professar P K McFherson from his
Report on an WM application
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‘perfect knowledge” to which human assessors cannor aspire, which would result in
ocbjectively correct weights, the methodology provides approximationg fo the 'true’
weights, and a statistically proved Consistency Factor [CF| indicates how close the
solved weights arc to those that would have cesulted IF the macrix entries had been
consistent with scientific measurement. [n the present case, the Product Manager and
the researcher made the judgements of the relative weights of the referent objectives,
with what proved to be a high degree of consistency, The results are shown in Figure 5.

The questions about the importance of informaticn to achieving information goals
in each category were uscd as inputs to 4 caleulation chag derived the relacive weights
of the bottom attributes in each of the rees depending from an objective; these
weights were then adjusted in the correct proportions to sum to the weight of the
parent objective. The attribute weights ought to have been checked using the more
precise BOM method, bur this srep was waived to save time and effort.

Cost-sfhactiveness

As explained earlier, it was possible oo make only a rough and ready costeffocbveness
analysis, based on data on the development costs of the Bond; more information than
could be provided would have been required for a detailed evaluartion of its
contribution after launching o cash Aow,

The final M combination of the financial and intangible components of value can
be portrayed as taking place 1a a combinatory node with inpurc axes fior cost ¢ and
intangibic value v. The nearer the coordinate [ov) is o the veroex (1,1) the more cost-
effectwe 15 the activity under study.

The combinaton of the fnancial and intangible value requires financial value to be
projected first info the measuring value space, it erder 1o make operational financial
value [measurcd on a scale of £ units] commensurate wich incangible value measured
in the normed value space on a scale in the range [0,1]. The IVM procedure fior
projection of any measurand on to value space 15 to standardise it with respect o
agreed minimum and maximum limits in the range of the measurand. This non-
dimensional cost ¢ is given by;

o= {20 - CCO—C*") where C? is the high limit, and C* the low (desired) Limit. %o

that ¢ = 1 when C = C* ie the low-cost target has been achicved.

[4ca]
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Morwich Linipn Stage 2 Appendix 2

Calibration of the value far money V[CE) node

The combinatory node VICE] requires calibration for cost-effectiveness [see Figure B).

The defanlt calibration consists of:

# Goal rule: the node is a metTic

v« Equal weights: trade-offs between effectiveness and the costs of achieving it are
examined fArst with monetary and effectiveness values equally important

# Shape functons: mid-Achiever on the cost input. midESS on the effectiveness
input!

« Ciost limnicz for normalisation: C = minC-10 pe = maxC + 10 pr.

The CVE) node used for the cost-effectiveness demonstration was left in the default
serring ro save troubling the client for more detailed financial data. Arbitrary cost
limits were inserted by the [VM consultant to normalise the development cost. The
fgure given in Figure 6 for development costs |a disguised one) projects into a non-
dimensional monetary value of 162 in value space, After modification by the shaping
functions, the two inputs to the node are 0.89 {effectiveness) and 0.53 {monetary),

The combinatory node shown in Figure 6 is the default recominendation for a cost-
effectiveness rade-off. The method allows the best option or product to be select on 2
cost-effectiveness basis if other cases exist for comparison. The plot of the Combinadon
Plap is shown in the figure, with the coordinate [0.89, 0.53) plotted, and the arrow

pointing to the desired wartex of {1,1). The shorter the length of the vector the more
costelfective the case. Contours of equal value are shown for ¥ = 0.65 and ¥V = 0.5; they
are circular when the weight rato iz wnity, Any combinafion inside the 0.65 contour
will indicate a more cost-effective launch than was obrained for this case.

I The argument for this selection is that managers and decision-iakers tend not oo
perceive 3 financial-Intangille trade-off a3 a linear process. Experience suggests that
the shaping functions sclected matchies chelr preferences, The Achiever function
acrencuates the value added as imput costs approach their minimuim feasible target:

the ESS function accentuaces value added most over the middle of the range.
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Norwich Union case study, Stage 2
Appendix 3
An audit of the IVM application

Introduction

On completion of the study, the IVM consultant made an analysis of the application,
following standard procedures established for auditing which are applied for each IVM

project.

The standard audit has the following sections:

Set up of the value context

The necessary and sufficient measuring attributes
Measurement and information management

Set up and calibration of the IVM criterion
Calibration of stakeholder criterions

Set up of the financial model

Certification ofvalue observability and measurability

0 N O Ul AW N R

Certificate of calibration and accuracy

The main points from the audit are summarised below under these heads, with

particular reference to instances where the full standard was not achieved.

Set up of the value context

The development of the referent objectives as described in the case study, was carried
out by the TVM consultant, whereas this would normally be a task in which all the
stakeholders participated. This requirement was waived by agreement to limit the
demand on the client. The Product Manager agreed the objectives as appropriate ones
for the study.

The coverage of the stakeholders involved in the product launch was considered to

be a good one, given the scale of the exercise.

[307]
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The value space implied by the referent ochjectives covers both Anancial and non-
financial, and the non-financial categories doperational, quabity of product, qualicy of
knowledge base, intellectual capital] offer a broad spread of information categories to
be managed and intangibles to be cvaluated.

The gystem of interest was by definition the whole process of developing, launching
and incroducing the BB ro customers: while the information interest of the study
termiinares at the launch. the finarcial interest runs into futere projecdons of
revenues and costs, In practice, as described in the cagse study, data for a full analysis
of Anancial value could not be acquired withun the limitatiens of the study. In other

respect the model of the syscem of interest was sufficicnt.

C o audic evaluation

The value context for the case is considersd o e sufficient for the development of a
proper VM Criterion (for the intangibles) and a subsequent Lmited costeffectiveness
evaluation.

The necessary and sufficlent measuring attributes

Thie IVM procedure requires that a op-down process be undertaken first, to produce a
hierarchy thar elaborates the distiner attributes of the valuemeaning contained in the
high-level objectives, These attributes must be necessary, sufficient, observable, and
measurable if they are o capture the complece value meaning of the value context.

Ag recounted in the case study, the questionnaire wag designed hefore the start of
the TWM process (it has to be that way round, because of the necessity of maldng
progress and using the limited dme available to good effect). [t was discussed with the
VM consiltant, and some changes and addidons made, but this sequence of events
meant that in cffect the categories and guestions of the information audit became the
measuring attributes - which is the wrong way round for the VM, which requires that
the measuring atcributes are condicioned frst to che referant objectves.

Mhus che prima facle set of necessary and sufficient measuring attributes for the
given context was ol established, However, the questicnnaire design was agreed by ali
parties o provide excellent coverage of the [nformation requirement, if not exacely of
the measuring requirement, and it was accepted, after detailed examination by the

WM consultant, as sufficient and adequate.

A4
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The categorics and interactons about which the questionnaire asked were judged

Ty the TWM consultant a3 providing a fair and reasonable set of attributes for the

prpose of a low priority study. The questionnaire could not, however be certified a3

value observable, because:

a [t was not developed from a given value context and explicitly declared objectives,
and the ateributes were not subjected to a rigorous test for compliance with the
necessary and sufficient condition.

» The stakeholders should, in the view of the IV consultant, hawve included the sales
consiltants and intermediaries,

# Some information categories may have been missed from the questdonnaire, and
others might profitably have been subdivided.

+  Some questions could lead o overlaps in meaning and double councing.

While the objectives and the retro-fitted top-down value hierarchy were agreed as
‘reasonable’ by the Product Manager, the degree of client involvement in developing
the hierarchy was less than would be expected in a formal contractual development.

Given chat che TVM part of the investigation was at best a part-time matter for the
Norwich Union staff concerned, the lack of rigour is understandable; nonetheless, che
IVM applicaticn maintained the required standards as far as was possible in the

CITCumskanceEs.

Audit evaluation

+ The top-down defining hierarchy satisfies the well-formed requirement

# The circumstances of the case meant that the hicrarchy was retro-ficted bottom-up
from a given ser of arcributes. The attributes were examined carefully for their
coverage of the context, bur they were not tesred rigorously for the necessary and
sulficient conditdon. Some possible instances of non-distinctness were noted.

+ Consequently a full certification of the measuring atribices a5 vsed cannot be

allowed: at best they are necessary and adequate for the purposes of the cage,
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Meaasurement and information management

While the linguistic measurement procedure described in the case study was used for
all assessments, the small number of assessors who completed the questionnaire in full
did not permil the use of the normal statistical treatment of che procedure.

The client decision to ask sales consultants to complete only a small parf of the
questionnaire, relating to cercain interactons, and not to seck their responses on
information categones, detracts from the quality of information coverage.

It is doubeful if the assessors in the study understood that all ascessments have to
be miven an admissible grade; there were one of Uwo “nfa’ or "don’t know' answers to
some questions. To avoid error signals being posted from the IVM criterion, the [VM
congultant had to arbitrarily enter 0 for 'mya’ (equatng it with the lowest point on
the linguistic scale, a8 meaning that the category receiving chis response was of no
incerest or relevance to the respondent], and P [Par) for 'don’t know!' (by analogy with
a probability of 0.5, Inn a full-scale application, this situation would nat arise, becanse
adequate e would be available for inicial explanations about the scale,

Audit svaluation

« The input assessments were all reated properly vsing the LMP (0 ensuarne
canonicity. Thus the primary measurements are canonical — save for the fow

inadmissible cntrics fmom two asscssos.

Set up and calibration of the I¥M criterion

Examination of a criterion congiders three fartors:

1 Compliance of structure

2  Confirmation of the reference datum

3 Compliance of calibration [combinatorial rules, node weights, shape functions,
sensielviny analysis)

Compliance of structure

The conjoint measuring structure provided by the VM criterion consists of three layers
as described in the case study, and as shown in Figures 3 and 4 the top merric levels;

(10§
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conjoint levels, and lower conflation level. The structure was examined and agreed by
the client,

Confirmation of the reference datum

The reference criterion was calibrated to the perspective of the principal stakeholder,
the Product Manager; while this served the purpose of the study. it meant there was
no independent yardstick available against which stakeholder bias could be examined.

Compliance of calibration

All the nodal calibrations were explained and discussed with the client; a few changes
were admitted and the final fit of combinatorial rules was agreed by the client,

The [vM consultant explained che meaning and use of shape functions, after which
the client and the researcher discussed each inpur cogether and selected an
appropriate shape functon for the perspective,

The relative node weights for the five refercnt ohicctives were abtained, using the
fult Binary Comparison Matrix procedure, The matrix entries were carefully judged by
the client and the regearch acting as a ceam, with the consaltant fadlitating.

Sensitivity analysis

The sensitivity analysis was explained and discussed wich che client, who agreed with
the implications of the sensitvities as described it the case study.,

Audit evaluatlan

« The cricerion structure matches exactly the prerequisite top-down hierarchy,
which is well-formed and compliant with the relaxed requirement of necessary and
adequate for the purposes of the case,

« Each input assessment from the questionnalre acts 23 3 canonical measure after
processing by che required mapping proceduare.

& Thus the ateributes become measurable and observable,

« The absence of a proper reference calibration is regreerable, but its absence does not
invalidate the Product Manager criterion, and it was hardly required as no
stakehaolder criterions were produced.

&1
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« The calibration of the criterion is compliant with IVM requirements and protocols

¢ The clent was involved in the selection and weighting process under expert
Facilitation, save for the bottom-leveal attribute weights were derived from the
25585507 cntries to the importance guestions in the questionnaire. The final fit was
agreed by the client.

¢ The sensitivity analvsis 13 an accurate reflection of the criterion’s character as
calibrated, and agreed by the client, & second rownd of calibrarion with the client

should have been made, but the present criterlon 5 meaningful with respect to the

COTORXE.

Calibration of stakeholder criterions

For the reasons explained above, the criterion was not calibraced to any other
stakeholder perspectives. Their absence does not disqualify the resulcs abrained.

A compliance report is therefore not required here,

S5et up of the financial madel

As explained in the case study, the daca available did not warrant an extensicen 02
evalyate the conuribution of the informadon supporting the Bond as a proportion of
the cash fow stream of the Group,

Audit evaluatlan

« The financial data supplied were enough for 2 simple cost-effectiveness
demonseracion, no mare,
s The ¢alibrarion of the WCE) node needed for cosc-effectveness analysis bteed the

default requirenment snd was compliant,

Certification of value observability and measurability

‘While some of the protocols necessary for maintaining the desired Level of
measurement integricy had oo be relaxed becanse of the nature of this projqect,
revertheless the TVM criterion used was compliant in its copstruction and applicatien,

and service as a “‘negessany and adequate” instrurment from which meaningful results

Hy
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could be obtained. But ‘necessary and adequate’ is lass strict and secure than

‘necessary and sufficicnt”.

Sudit evaluation

« The measuring attributes of the criterion used in chis study can be passed only as
necessary and adequate, although the information provided by the questionnaire
provided a broad coverage. The qualification steims from the fact that the top-down
defining hierarchy was retro-fitted to the questionnaire.

s The primary measurements were all assessed properly, save for a few inadmissible
responses. Even s0 the value concext can be judged to have heen rendered
observable and measurable.

=  Thus cthe criterion qualifies as necessary and adequate, obscrvable and measy rable.

Certificate of calibration and accuracy

¢ There was cnough interacton with the client during the calibration stages to
ensure client agrecment to the final calibracion fit and to state that the cricerion
met the primary stakeholder's perspective.

a The criterion serves the purposes for an exploratory study of the evaluation of
informarion for & financlal instrumnent, More development [particularly in the
financial demain) and depth of calibration would be required to male the cTiterion
an assured measurlng instrument for real cases.

e The criteron was tested for adthmetical and combinatorial accuracy at each node
and as a whole by the responsible WM analyst,

# The results of the evaluation are "correct” relative (o the given context and the
resulting critericn, {subject to the necessary and adequate qualification).

s Two asseszors entered some inadmissible responses to the questionnaire, These
were rectified ugsing conventional WM procedure, but the subsequent criterion
resielts are only an approximarion to what the two assessors may have inferndad.

+ The previous qualification underlines the need for all contributing participants to
an IVM exercise to have had a preliminary briefing on the IVM and its protocols,

H|




Case Study 11
The Tate Gallery

Background

The Tate Gallery, founded in 1897, houses the nadonal collectons of British art from
the 16th century to the presenr day. and international 2ith century arc. Besides ics
London home on Millbank, it maintaing galleries in Liverpaol and 5t Ives, and is
currently (1998}, developing the Tate Gallery of Modern Art at Bankside in a former
power station {due to open in May 2000). It 15 among the most frequently visited
museums and galleries in the UK, with nearly two million vizitors in the year [997495.

The pericd over which this case study has been carried cut has been cne of great
change in the way io which the Gallery works; as its Ferward Plan for 1598 puts it, the
Callery is 'pelsed o undertake the most significanc transformation ic its hiscony’,
cmbradng not ooly a great building progeamime, but 4 ‘commitment o offering greater
and wider acoess through education and outreach, interpretation, high quality
displays, touring and other collaborations, all backed up by outsranding information
services aid regearch’ while conclnwing to add to and conserve che Collecton and o
deepen and widen knowledge of it through scholarship and publicadon. These
ambldous aims bave been accompanied by slgnificant changes in institutional culture.
Mot only has the Gallery adepted a more ‘commercial' approach in che face af reduced
public subvention and an increasingly compeddve ensirenment for cultural
institutions, it has also begun to assizgn a high value o information as a means of
supporting change, both in the management of its affairs and in reaching the widest
possible audience for its work. In chis, information products, both print on paper apd
electromic, have a significant role, lrs web sice, escablished in 1997, is the st by a
iaior International gallery wo allow digect access to its Collecton image base and
asseciabted research.

| 34|
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Key strategies and objectives

There have been important changes in emphasis over the period of this case smudy. The
Gallery submits its forward plang to the Department of Mational Heritage and to its
Trustees. Up tol994/9 they consisted of projections of expenditure and a bid, together
with appendices containing overall Gallery objectives and departmental objectives. The
ohjectives of departments were internal ones, drawn up without reference to the
overall objectives of the Gallery. No criteria for fulfilment of objectives were included.
Since 1993 the approach has changed, partly in response to the requirement of the
Department of National Heritage for performance indicators, and partly o meet the
Gallerys own perceprion of the need o distnguish between ongoing objoctves and
those which involve change, (o have an agreed Dasis for priorities, and o ensure that
spedfic departmental objoctwes fit within the framework of the overall top-level anes
of the Gallery as a whole. In the corporate plan., individual objectves are related to the
main ohjectives of the Gallery.

The Gallery today defines its main aim {in its 1993 Forward Plan) as:

‘o increase public awareness, understanding and appreciation of British art from
the sixteenth century to the present day and of modern and contemperary art from
around the world.' The Flan also introduces a statement of its values (a new feature), in
these terrms:

“The Tate Gallery wishes:

a to combine quality and accessibility

=« [0 represent the contemporary and the historical

= o build on a weorld class collection with worls of oustanding acsthetic and
historical value

« o create exceptional displays. exhibitions and activities in London, Liverpool and St

Ives
» U0 link the worlds of leisure, education, culture and the arts, encouraging lifedong

learning about the viswal arts
+« to promaote research and scholarship and contribute to thinking about British,

mickdern and contemporary art
&« tobuild an orpanisation that invests in it3 staff, promoces equality of opportunity
and sustains a workdng environment of mutual support and intellectual enquiry

« toinvest in high quality architecture and promoge good design

ek




Case smichr The Tate Gallery

« tobe acocountable co the public which provides the majority of its funding and to
the many individuals, companies and truses which make a vital contribution to its

work.”

The Gallery seeks to achieve its values by setting objectives for the period ahead; as
presented in the 1998 Forwapd Plan, the current objectives are:
1 Making cthe Collection available {o the nation by,
s display
« [loans oo ocher musenms
+ interpretation

+ promotion to a range of audiences from first-time visitors co scholars.
2 Adding o the Collection through: gift, bequest, cransfer, purchase.

3 Bxrending knowledge of Britisk, modern and contemporary art throogh:
o cxlubitions, events and educational worl

+« collaboration with artists

+ promoton abroad

# collaboration with other specializts, institutions and media.

4 Caring for the Coblecton by
& suitable howsing and storage

P COnservaton

« upgrading gallery spaces.

5 Researching the Collection:

« using the Gallery”s weh site for dizrributing research information
&« creating renewed research facilides on the Millbank sice

» documenting, tesearching and publizshung the Collsction

= proprainmes of research into consenvation,

& Securing financial, human and physical resources:

» ensuring capital and revenue funding

#  Dew organisation sTUCLILe

«  maintaining the estate

» implementiog ar Information Stmatepy covering Collecton documentation, the

Gallery's public records, and all other areas of informaton

W
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Case study The Tate Gallery

+ developing skdlls, knowledge and experience of all staff, and promaoting interchange
of information with other insdtons
= effective finandial controls

» dvocaring improvemenss to relevant standards, laws and regulations.

These objectives embody some significant developments in comparizon with those
at the start of the period of the study. 1o particular, they introduce an objective of
implementing a comprehensive information strategy contributing to securing and
managing cssential resources, and 0 vsing the Gallery's web site for distributing
rescarch information.

Departments are respensible for developing their own objectives within the
framework of the overall objectives and for artculating how they contribute to the
overall objectives. They are alzo responsible for establishing appropriate perfonmance
indicators for relevant top-level objectives and for their own areas - the indicaters so

far are primarily quanttative.

Information policy/strategy

Since 1994 the Gallery has been moving towards developing a policy for its use of
information. The first step was creation in 1992 of a large Taformation Besources' group,
chaired first by the Gallery's Director, and then by the Head of Cemmunications. The
resources of the tde eferved, in the intentons of those who set it up, primarily to
materlals and media for infermation delivery to the public, Initially the role of Gallery-
widr information resources in the more usial sense of the term was not recognised.
Members of the group, however, perceived that without knowledge of the existing
resoiirces of informaton and informadon processes within the Gallery it was not
possible to make appropriate decisions about the content and method of Information
delivery to the public,

A survey, starting in 1991, was carried out jointly by Gallery Records and
Documentation/IT staff with the aim of identitying information systems (electronic atd
manual, file series, indexes, etc), knowledge bases and key contacts data, and major
information processes, Worldng parties looked at collections documentaton standards,
information about people and institutons, delivery of informacion to the public, gallery
records, and document collectons. Its first report, issued in 1992, showed that over 430
different systems had been identified; one immediately nseful outcome was the

1
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developinent of a Gallery records management policy to replace a system that had

fallen into disrepair. The next step was intended to be an analysis of information ows

with rhe aim of identifying areas with common purposes in relacdon to informadon,
where co-ordination would be useful, A questionnaire was prepared but demands of
other work meant that the initial Oondings from the surveyr were not followed up by the
group. Tn the meantime some relevant issues were being independently developed, for
example in relation o cataleguing, publications management and management
information. JAn interesting sidelight on the problems encountered by the group is
thrown by comments of participants from different areas of the Gallery - each pointng
to the fajlure of people from other disciplines o ‘understapd what informaron really
ia"; ir was ar any race useful in showing that, as one member put it. ‘the lessons of
informarion awarenass are very slow o learn'.)

Farly in 1995, a new, smaller Information Policy Steering Group was sct up o look
spascilically at tie developinent of an information policy; this consisted of managers
trom Public and Regional Services, the Library, Informarion Systems department, and
Documentation|IT. It drew on the findings from the eaclier suivey, While the Group did
not have formal terms of reference, its general alin was o develop an information
policy for the Gallery, and to keep up to date with similar developments elsewhers, It
wag not at chat peing ¢Jear what the scope of any ultirmate informaton pelicy would
be, though it was envisaged that If successfully developed, it would cover information
products.

In 1996 it was degided to re-form the Group with a broader membership and the
remit of pressing ahead with developing an information sirategy, using consultants to
work with the Group and help in the process; this remained the intention at the end
of the case sgudy,

Discussions at that tme suggested that key issues to be resolved included:

v The scope and definition of 'infermation manageiment in relation to the collecbons,
and its relationship to the manapement of infornaten technology.

s The approach to policy development and implementation - top-down, or by
consensus amoang 'stakeholders'.

« The role of putside consultants in che process of policy development - should the
whole process be entrusted o them, o should the main work be done in-house,
with specialist expestlse bouweht in where requived?

v The 'ownership' of information - if it 1% accepted that the Gallery is the ‘awner' of all

the information resources, then is it useful to disunguish between ‘guardians and '
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stakeholders' of informacion as well? Departiments or individuals respensible for
managing particular resources of informadon would be guacdians, while people
without management responsibility but with a legitimate interest in the
information ressurce concetned, a5 wsers or contributors, for example, would be
recopniscd as stakeholders with righcs to participation in decisions,

By mid-1998, further changes had taken piacc. It was perceived that the Group was
not really focused, and it moved to concentrate on developing an Information systerns
strategy. The resulting docuiment sef out an agenda for the next few vears, and made
recommendations on the as yet unexplored implications for how the Gallery should
continue to manage information systems and the role of curatorial staff in relation to
informacion, Ir embodied guidelines on hew to manage information projects, with
emiphagis on deliverables in terms of benefits, and on thefr quantification. The especial
need for (ol overall Information management and a coordinating manager was
recognised. The document was debated, and waluable discussions cook place, leading
up to its acceptance by the end of the case study period. The time which thiz progess
has taken is seen as vworth while, because of the high level of acceptance of the ideas it
etmbadies, I 18 now realized ac top management level that there are measurable
benefits to be had foim managing informadon and having systems that support it [t
seems likely that one outeome of this extended process will be a mowve to set 2 value on
the Gallery's information assers.

An outline of the strategy drculated to staff in February 1999 defines its purpose as
to provide systems which will support their work across the whole Gallery, on all sites;
provide easy access to relevant and useful information; and facilitate smarter working
and cross-functional co-operation, The first of the new applications bo be intraduced 15 a
Gallery intranet, followed by a daca warshouse holding mainly information extracted
from existing and new appllcation systems and designed to make it widely available -
the first scheduled application will be an agthoritative and unified mailing and
contacts list. Selection of a new Collections Managetment sysrem began in September
1998, with implementation due to begin in the summer of 193%; described as being "at
the heart of Gallery operations’, it will feed information (o a range of new systems
delivering information to the public (including visitor information services and a
project o create digitized images of the British collection); and the existing web site
will also be enhanced. Other new systems will cover human resources and finance. The
integrated use of information of all kinds. which the scracegy will for the frst dme
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make possible, obviously has potential [or the developinent of new informarion
products bor a range of users.

Decision making on the development of the strategy is in the hands of an
Informiation Systems Steerting Group, beaded by the Director of the Gallery, and two
new scaff roles have been defined: an Information Systems Development Manager, and a
Corporate Informaton Manager, whose remit I3 10 'promote information sharing across
the Crallery' - The Gallary’s Head of Library and Archive 15 now undertaking this role,
dividing her time equally betwesn it and her existing post.

Organisational structure

The governing bady of the Gallery is its board of Trustess, When this cage smudy hegan,

the organisational struchare consisted of six divisions:

#« Finance and Administracdon [Cevelopment Office, Finance, Personnel, Publications,
Restanramnt)

« Gallery Services (Building Projects, Gallery Management, Estate Management Unit,
Support Unit, and Infarmarion Systems)

« Collecton Services (Art Handling, Conservacion, Photography, and Registrar's
Departrment)

« Hricish Collection (Research and Cataloguing)

«  Modern Collection (Acuizition and Dizplay)

« Public and Regional Services [Library, Archive Adminiseracion, Gallery Records.
Exhibicions, Education, Communicarions: Tace Gallery Liverpanl, and Tats Gallery St

Tweg)

Responsibility for externally dicected information products was discributed batween
o divisiens, Finance and Administration was respoisible for cornmercial publishing
through the Tare Gallery Publishing Lud, which is a wholly owned subsidiary
(Anancially separate from the Gallery since 1932); while the Communicarions
Department within Public and Regional Services managed design and prine production,
the corporate identcy, advertising, public information, educational publicatiens, and
interpretation produccs, The jeint-venture journal, tate: the magazine was produwoed by
an independent company, in association with Communications Department.

The information resources onn which information products draw very largely were
alzo distributed among different divisions: the Library and Archive was located in Public
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and Regiocnal Services, and management of the Gallery's collections dacabase was in

Gallery Services, The documentation unit in Gallery Services managed core inforinaton

about the collecdon, which involved establishing standards, collecting and editing

information, devising systems to struchure and use the informarcion: it also monitored

and edited information input by other departments.
Since that time, large changes in organisational structure have been made, and

others are in progress. There are now nine divectorates:

« Finance and Administration

« Building and Gallery Services

« Collection and Research Services [formerly Collection Services) Library and Archive
have moved here from former Public and Regional Services

s Collections — British and Modern Collecrions have merged

s« Maticnal Programmes (tformerly Public and Begional Services] Responsibilities will
include: national programme co-ordination; Tate Gallery 5t ives? loans and regional
partnerships; broadcasting, digital and rational, education programmes; corporate
communications

Tate Gallery of British Art. Besponsibilicies will include; displays and exhibitions;
interprecadon/education; visitor services; operabions
e Tate Gallery Liverpool
» Tate Gallery of Modern Art [the new Banlside gallery) Responsibilities will inelude:
displays and exhibitions. interpretation/ education; visitor services; operations
v Tate Gallery of Modern Art Project direccorate

With the development of further sites, it will be necessary to ensure that
infermation and systems support 18 integrated across chem, so thac they go forward in
parallel. There are implications for information products; including sending staff

moving between different sices o concribute o their information products,

' The Tate Gallery St Ives will rearganise along the same lines as Liverpool, the Tate
Gallery of Bridsh Art and the Tate Gallery of Modern Art.

f21;
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COrganizational culture

The structure and culture of organisations often echo one another, and this scemed to
be the case at the start of this study. As just mendoned. responsibilities for informaton
resources and information products were distobuted among various divisiens, There
was, however, no regular organisational forum where the people concerned could meet
w interchange information and negotiate - possibly because the existence of common
interests was not fully recognised. While there had been remparary forums, like the
Information Resources Group described above, they were descnbed by some of those
wha ook part in them as not working very well [possibly becanse of lack of formally
agreed terins of reference for their activities),

Other features of the organisation's culture ag ir appeared at that time may have
derived from the differences berween muscums and galleres as institutions. Art
galleries, unlike museums, are often characterised by a temporary exhibition’ ethos,
which can lead to focusing on the current project at the expense of neglecting the
collections which form the complement and the core of the spedal projects - a typical
hazard in all kinds of projecc-oriented organisations. This approach may hawve
constituted an chstacle to developing integrated policies; individual subjects became
the subject of projects, policy papers on them were produced and submicted to the
Trustees, and when approved tiedr implementation became the responsibility of the
originating depsirtinent,

Questions that then presenced themselves included: How do other departments
kmow about the production of policy papers? Do they have the opporTunity [o
contribute before they go to the Trustees? [8 chere a stage of prosentation to colleagues
and stakeholders once policies are approved, and before implementation starts? [$
there any monitoring of policy lmplemencation? It is understood chat, as part of the
developing culture which the Gallery s seeking to achieve, efforis are being made to
involve more people both formally and infecmally, Ciowgh icis said that the degree to
which policy is circulated is sHll aneven.

There was also some indication of cultural differences denving from differences in
bacleground, for example as between design management. information tfechnology.
publishing, and art kistory. The inmoduction of the corporate identity {designed for the
Gallery by Pentagram), for instance, was reparted to have been met inidally with
‘misunderstatding and hostlicy. which may have arisen from the lack of shared
lapguage’ between designers and other professionals.

R
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By mid-1998, the perception within the Gallery was that cultural changes were in
progress. The balance within the organisation was said to have changed, particularly in
regard to perceprions of the relative position of collections staff and others. The image
i5 no longer that of a ‘pinnacle’ of knowledge located within one group; instead there
is more awareness of the relationship between different kinds of knowledge and skall,
and greater recognition of the contribution that all specialisms make to the Imowledge
base of the gallery. As a consequence, the concept of teamwaork i3 becoming more of a
reality and less of a worthy aspitatbon, and development in this direction is said to be

gathering momenoum.

Dacision-making on information products

The commerdal arm of the Gallery's publishing programme is managed by Tate Gallery
Publishing Lid. [a company set up in 1996) A ¢ the start of this study, a Publications
Committee, acting on recommendatons (o $enior management was responsible for
editorial policy and investment, while Tate Gallery Publishing Ltd, emploving a staff of
nearly 40 in its retailing and publishing sections, managed the day-tosday work. The
Committes has now been replaced by the Publications Group and editorial policy is in
the hands of the company, which is described as being more proactive than before;
Managing Director puts forward proposals for the publishing programme.

Oheer the period of this case study commerclal considerations have become more
important in deciding what books are published. Some produets have moved from the
commercial to the noncommercial ares, in particdlar collection catalogues. Previously
these were regarded as commercial and loss-making; they have aow moved to being
nop-commetcial products in electronic form. The argument for this development rests
flest on the ease of updating that it offers, and zecond on the potential for greater
public awareness of the content of the collection, on the assumption that this will lead
to more actiial visits to the Gallery = an argument would probably not have been
accepted until recently. The decision to piiblish the whole catalague online is
described as a brave one for its readiness o allow public access to “worl in progress’.
The driving force behind this development was finance to start a digitisation
programme provided by Tate Publishing - long term and far-sighted imvestment.

Co-praduction wich ¢commercial undertakings came to the fore some years ago in
relation to mulii-media products; after one venture described as less than whally

guccessful, cthe Gallery decided that in any future project it must retain contral over
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how information, including images, which it provides is used, The 1996 business plan
degeribed multi-media and electronie publishing as a very high risk area which should
not be undertaken without a sponser and a partmer already in the field. In fact no
potential partners have come forward.

The relationship becween the parts of the organisation responsihle respectively for
gommercial publications and for other externally directed information producrs at one
time presented some prohlems in relaton to the application of the Gallery's corporate
identity, (For an account of design and production aspects, see p329). By the end of che
study, however, these had become less significant, and any prablems which were 1o
arise teday could be resolved, The publishing company is cerrency working with
Communications to discuss the application of a new corporate idenTity,

Costs and budgets for Information products

Up to the 19956 Anancial year, the Gallery accounted on a cash basis, and so the
system had no predictive value for decision making on information products, or any
othier aspect of the Gallery's work. While cach divizion received a get of accounts for its
own area at the end of each month, this was not decisiop-oriented, but simply a record
of expenditure. This led to the development of various informal systems; by the end of
the case study, as part of the Information systems strategy then being implemented
isee pl20), 2 new information system for the Finance Department was aboug @ be
implemented. Today, as noted earlier, more emphasis is placed on budget planning in
relation to objectives, and proposals for information products, like other proposals,
require 2 quantified indicaton of benefits.

It i# not as yet possible to indicate the proportion of e 1otal revenue budget which

is allocated to informadon products and presentation.

Tate Gallery Publishing Ltd praducts

An annual publication plan is prepared by the Managing Director of the publishing
company. When the company was a trust, the plan consisted of a List of titles and
costs, which was discussed by the Publishing Committee. Today each tUle proposed has
to have a rationale and cost justification, and each is Teviewed against the provisions of
the Publications Business Plan prepared by the Managing Director and discussed and
approved by the Board of TGPL, The nature of the books eo be published is discussed
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with an editorial group comprising senior members of the Tate and the Managing
Director, which meets three dmes a year; the results of ite discussions feed into the
business plan. Between 1995 and 1958 the publishing programme expanded from 12 to
over 20 books o year, with ticles ranging from large scholarly exhibition catalogues ko
short intreductory books for students and arg lovers,

MNon-commercial praducts

Budgets for noncommercial products, such as those created by Educacion publishing ,
which has an annual budger of about £80040 |, are established by the wsnal bidding
process and controlled by the budget holders; where outside designers and printing are
involved, the actual costs are negotiated by the Markering section of Communrications
Departiment,

Three major exhibition leaflets a year are pravided for in the budget (the catalogues
are produced by Tae Gallery Publishing Lid; the Marketing Manager is currently
discussing with the publisiung company the brandinglidentity of these} Normally three
tenders are sought from a small group of printers with whom Communications
oonsiscently works; other factors besides prioe are taken into account and the cheapest
quatation is usually, though not necessarily always, the one chosen.

Produces on which Tate Gallery Pulishing Ltd and Communications collaborate are
the Biennial Report, the Forward Plan, and occasional broadsheets. Some not-for-sale
publications arc also contracted by the onginating departments {0 Tate Gallery
Pablishing Ltd - the educational publishing programme for example is discussed with
the manager of Publications for professional advice on the market for different icermns.

The infarmation products

When this study began, printon-paper was che main medivm for all types of
information product issued by the Gallery, hoch externally and internally direcred.
Orver time, there has been a marked shift towards electronic products, particalarly
those for internal use, but also, as mentoned above, those which allow acoess (o
intormation about the collections, The development of the Gallery's web site, while $1ill
in a comparatively early stage. has made it possible to affer two versions of the
catalogue: a publicly available one which has some restrletions in level and detail, and
an internal version which is more utilitarian in appearance, but provides finller

informaran,

Bas]
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A linked mnitiabve, still under development, is the Gallery’s intranet, which will be
used for informal as well as formal communication, and which will offer advancages in
the planning of information products.

While these developments are a great help to desk-based statf, they are of lictle
benefit as yot to other staff, who remiein disadvantaged in terms of both access and
raining. While the Gallery is secking 0 increase opportunicies for access for all gallery
szaff, there is still a need for paper-based products. And as new Gallery spaces are
developed, where staff will waork in puhlic spaces racher thar small offices
communication thece will be olier communication prablems to be solved. One
passibility is the integraton of digital and voice-based syscems, which could feed inco
the email system, and paper-based communications, Changes in the IT infrastructure
have already ensured that all sites are now networked, High bandwidih enables
transfer of traffic from all sites, and is able to cope with volee traffic, Working on
projects across multiple sites thus becomes easicr, and opportunitivs are created for
increased organisational efficiency and improved response to the public.

The summary below indicares the range of information produces, and how they
have changed and developed ower the period of che srudy.

Internal products for use within the organisation by its staff

Staff huricdhgmk

This was arigipally a word-processed document consisding separate sheets in a ring
hinder, issued to all staff in compliznce industrial relations legislation. Production of
the handbook was managed by the Head of Personnel; it was written in-house and
discussed with the staff side, and updated periodically. The main sectons dealt with:
Contract; Policies and procedures; Amenicles and benefits, The ultimarce aim was to
widen the scope of the Handbook, so that it contributed towards education. By the end
of the case study, the Head of Human Resources was proposing 4 radical revision of
content, with emphasis on staff rights rather than their obligatons. The new product
will be shorter, and ir will be available on the intranet as well as in print. A fanager’s
handbook, proposed In the 1998 Forward Flan, and to be developed by a représentative
group of managers working with the Training Manager, will form part of the new Staff
Handloaole

34|
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Automate, Tate Sallery Library and Archive Sewslerter

A current-awareness product, word-processed in the department. The content included
a complete library accessions list, and archive news about collectons accessioned and
catalogued and work in progress, By the end of the case study period, this was no
longer issued as a printed newslerter: instead lizcs of recent acquisidons and new

serials are available through the Libraryr and Archive collection management system.

Atthiot's e
Dessipnesd to ensure standards of consistency in deseription, names, ete, for Gallery staff
and others who write copy for the Gallery's information produces,

External non-commercial

The Marketing Manager decides and manages the production of a range of materlals to
pubbicise Tate activities e, after consultation with and input from staff in many
departments, Most of these are produced by the Print Prodwction Manager | Marketing
Section, Communications Department) wiwe advises on or selects 2 suitable method of
production. Origination is eicher by In-house DTP {usually by the Print Production
Officer herself) or by outside designers. Printing is by outside frms, Examples include
such regular leaflets as: I
Tate Bvents
Tate Bdusation
Tate Coutses
Tule ExRibitioas
Fudire Fluns

Toke Access [describes disabled access}

TateFlan (binonthly Gallery Plan with details of cvents, opening times ete.)
Bookmarks for major exhibitions, distributed free in boeokshops as publicity

Free leaflecs for major exhibitions eg Sargent, used for advance publicity before, and
public information during, the exhibldon,

The standard format is oncthird A4, felded in various ways: most are printed in
black with one colour; Tate Exhibitdons has colour reproductions of works featured.
Collaboradon with departments is particulatly close on some leaflets, such as:
Appreciade the Take (Friends of the Tate Gallery; leaflet about membership], Petforming
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Buildings (Tate Gallery Of Modern Art project team); Art Trolley [Public Events and
Education]

The remaining products are designed and reproduced in-house via DT software and
photocopving, by staff fFom such deparrments as the Press Office, TGMA. Friends, Public
Events and Education. The Print Production Manager advises on design, producton and
traiging in using DTP software, which is available in the Communicabions department
angd the Public Bvents and Educarion Department. Examples of this type of maberial
ingelude:

Press releases and press packs for individual exhibitions {Press Office)

Flyers advertsing activities and events {Friends. Public Events and Educaton ete.) -
fut, black and white

Resource packs for teachers (Public Events and Education) - illustraced notes for
teachers, writeen hy Gallery staff, Ad

Family trails. and activity sheecs for children [Education secton, Public Events and
Education) = Trails include People and pleces John Singer Sargenty; Picturing places (Petrick
Reren); Peaple and faces; (al]l prodeced in house, A4 or A5); and Hmry Moore (produced
ourside), The activities include Constructing Sculpture (relating to an Anthony Caro
sculpture); making a picturc postcard (after Constable™s Chatn Pler, Brighton), and a
surrealist dreaming wheel, which encourages its users (0 construct unlikely sentences

and to use them as inspiration for cheir own creatve activities,

Products for in-gallery usa

In-pallery display labels, captions and texes: these are derived directly from the
collections database, and described as ‘push-button products’, in ready tagged ASCI
text. Wall texts giving interpretation and conlext bave since 1990 been produced for

eveTy work displayed; these are set cutside

Tatelnfarm

An audio guide (rather like a mobile phone) which can be bired by wigitors, In the
galleries, there ave numbers beside works on which there is information in the Syscem.,
Operation is simple - key in the aumber of @ work on the keypad [a window shows the
number and Lights up), press a rocking burton to play/pause, hold to the ear like a
phone to listen to the commentary, an audible beep and End' in the window indicaled

when the commentary is complete.
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Commercial

Tare Gallery Publishing Lrd products consist of exhibition catalogues and rade books,
together with posters, postcards and a range of three-dimensional prodicts.

tate: the magazine, for Friends of the Gallery, 15 edited and prodiced by an
independent company. under a licensing agreement; revenuc is sharcd with che
Gallery.

Infarmation resources

The rescurces which are in principle available to be drawn on for information products
consist of the Gallery's Library and Archive, collections information in che
documentation system, curatorial knowledge, and the Gallety's own existing
information products - including its web site. Views abourt the location of respongibility
fior resources of imowledge and information have changed over Hme — at one Hme it
was $een a8 a curatorial tasgk, then ag chat of registration, and then as belonging
primarily to documencation and [T,

Library and Archive

The Library and the Archive were separate for much of their history, but a
restructuring in 1980 brought together the Library and part of the Archive within
Public and Regional Services, while those parts of the Archive concerned with
acquisition went to the Modern Collection (the Forward Plan for the petiod 1998-2001
includes the integration of the whole of the Archive with the Library). The Archive
congists of externally originating material on British 20th century art, and the Gallery's
own public records, for which the Gallery has statutory responsibility, delegated by the
Public Record Office. It also holds certaln key files from current records, and is
responsible for an overview of all current files held and managed by individual
departments, The Library's collections are a key resource for research on 20th century
art, and are used both by researchers (Gallery staff and outside regearchers) and by the
public. The Archive is probably used more by outside researchers than by the Gallery's
curators.

There is close co-operation between the Library and curatorial and educacion
departments, whose staff use it for research when writing information products, The
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Librarys role is seen as an inidadng one in respect of anticipating research needs in iGs
acquisition and management of information. This entails both maintaining curment
awareness about developments in che art world, and keeping up to date with the
development of the Galleny's policles and objectives; the Library manager partcipates
in relevant meetings and reccives commitice minutes.

In other respecks, the Library's role has raditionally been reactive rather than
proactive, limited mainly co answering inguiries. Steps during 1992093 towards
installing a computerized [INTX-based system of lihrary management (Uoicorn) were
undertaken partly with the intenton of developing a more inidabdng role, which might
lead o ics contributing in now ways towards the development of informacion produces.
Another main aim was been to make the Library and Archive catalogunes available wia
JAMET, so that researchers can interrogace them from their own locacion. (The fact that
the acquisiton of the system was undertaken on the Librarm's own initiative was
characterisric of the way the Gallery's introduction of [T had developed over a period,;
sea p34d)

Ev the time this study was nearing i1z cloge, the Library and Archive were reporced
to be going through something of a batde for resources wo continue with catching up on
the cataloguing baclelog. Ar the same time, however, the cxercise in developing an
Information systems strategy was scen as having made management moare focused on
how to deal with essential gallery information, and the archival implications. The
gquestion was being asked "Can we use the intranet to provide access o repositories of

information? and o enhance their value by making them accessible?

The dacumentation system

Cwer the period of this study, thera have been small incramental changes in how
information is managed in the documentation system. But while chere have been quits
small changes in structure, there has been a vast development in how information is
extracted and wsed, brought about, as explained below [see p335] by the development
of the Gallary's weh site, It was possible to achieve this becawse of the thought invested
in the original development of the system.

Responsibility for the cellection databaze passed o [nformartion Systems department
when the Documentation and [T secton was created tiere in 1990, [nformation held in
word processing files which had been used to assemnble copy for the 3th edition of the
printed Concise Catalogue was imported into a database in the late 1980s, then
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migrated through further databases before armiving in the current systein in

around1989. Since 193% the database has veld a record for every work in the collection;

and the condse catalogue bype information about &ach work has been maincained to

publishable standard. Other collection management type informatlon (location

recording) has been added incrementally. The corrent system is the Tate Gallery

Database Program which was developed in-house to:

s Provide a framework for the collection of publishable quality information abour the
Tate's entire collection, to 2 defined standard

« FProvide a framework for many extensions; e g. the locations recording system

» Provide the fastest possible access to information for the moest needed retrievals

» Provide access to record keeplng facilities to staff largely unused to databases

» Generate practical products: eg concise catalogue, digplay labels, management

repoTts
# Hold information 5o as to be reuseable in future systems

The system [s accessible via o PC local area network, The core programs, standard
andspecial functions are hard eoded and compiled in Clipper. The data files are dHASE
11 type.

The rest of the documentation system consisted, when this study began, mainly of
manual records holding information not held (or not yet developed) in the databases.
These were located in various Gallery departments; majot records series were: the
Cataloguing Files in the Eritish and Modern Collectons; the Acquisition Files and
Exhibicion Files in the Tate Gallery Archive (corrent files held in Modern Collection and
Exhibicion Departments), the Inventory Ledgers, Renumbering Files, Strong Room
books, and the historical Locations Records in the Registrar's Department; the
Cotservation RBecords in Palodngs, Paper and Sculpture Conservation Departnents,
Installation Files in Art Handling Departmant.

Stores of images were also distributed (although many were indexed in the
Collection Database), eg the Transparency Files in Publications Dhepartinent;
photographs fled in the Archive the Slide Collection in the Education Department and
e Negatives Store in the Photography Department.

Communicatons Deparonent had also compiled various resources which added
value to these major records series, eg a card index to cercain areas of subjoct mAtTLer,
and a list of dealers representing artists shown in the Galtery.
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Details of finangia] frapsactions concerning works of art were held in the current
databage apd older manual records of the Flnance Deparoment, while the Developiment
Office also accumulated less systematic informaton in its fund-rmaising database,
cuncerning relationships between various benefactors and works in the collection.

Since 1996 the databages have npot been substantially developed although waork has
been done to enhance and expand them in modest ways, Most development has been
In exploiting the information already maintained to hizh standard in che databazes and
presentng it in new ways to new audiences: for example the illustrated concise
catalogue launched on the Gallery's public web site in February 1998 is derived from
the collection databases and over 8000 image files [maost of which were created in 1937
during a project to scan the library of transparencies held by Tate Gallery Publishing
Lrd.)

In the summer of 1998 the Informaton systems sirategy paper recommended that a
new collections management system should be procured as soon as possible to improve
information sharing and use. In the autummn a project team representing user
departments began work to specify and select a new system, intending to implement
during summer 1999, The project is led by a registrar, with rechnical input from
Information Systems departmentand help in steecing through the procurement process
and assembding the requirements feom two external consultants,

The anly regilar direct contribution that the collections information system made
to the Gallery's information produccs was the production of labels and captions from
the collections databage, Other produces, such as broadsheets associated with
exhibitiong, and che 1991 mnth edition of the Concise Catalogie, incorporace
information about the collections exported from the Tate Gallery Database prograni, 35
did various internal information products (for example: Trustee Acquisitions Lists,
produced by Documentation section at the end of each Anancial year for presentation
o the Board of Trustees; Acquisitions Memo, produced by the Registrar's Department
Lo inform statt of works accessioned into the collecton; 'Modern collection artsts born
in .., produced arnually by Documencation section to help decisions on which ot the
artists represenced in the collecdons should be fered on their Birthdays)

In 1996 the Gallery began to develop a range of World Wide Weh pages which
would be automatically refreshed from the Tate Gallery Databage Frogram, to creafe
information products for staff and public which drew directly on the Gallery's core
dacabases, This work is now (late 1998) coming to fruition, and vielding payback and
added value from earlier inputs. Work is now in progress on tryng to put ints machine
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readahble form the peripheral material which has links to the material in the collection
database, sitch as supplementary rext and conservation examination records, so that it
too becomes accessible via the nerworks

Collections cataloguing is now described as an ongoing dialogue between
documentation staff collectons curators over the production of tull catalogue entries;
this development went hand in hand with proposals for developing the Gallery's web
site, 0 thoge concerned were alerr 1o the need to identify a core of informacion for
public use, togother with appropriate assedated informarion. & project was
commissioned at the end of 1997 to test out this approach for a general rmather than an
academic audience. The project delivers a3 number of texts: they were related o
specific works and gave a biography of the artist, together with decails of the context
including technigques and condition. Answers wepe sought to such questions as — what
are the essentials to cover? how much description should there be? how rauch history
outside the item itself? what level of rescarch s feasible? who should do it = a singls
originator, or a widespread group? with a high rate of acquisition, can we produce this
level of documentacion within three months of acquisition, together with photography
and production of a digital image? The products from project are accessible on the web
gite, and market research is in progress on the feedback from the public.

Digitisation of the coblection has also begun with 8000 works being digitised. A
further initiative funded by the Heritage Lottery Fund, the British Arg
InformationProject, aims to digitise the remainder of wotrks in the collection by the
vear 20001,

The Tate weh site

As will be seen from the preceding paragraphs, the Gallery’s web site now plays a key
enabling vole in creadng Informadon products. The motivabon for its development
came from the top level thanks o long-term advocacy by staff whe could appreciate
the potential. In 1997 agreement and a budget were fortheoming. The onderlying
reason is described in these terms: ‘getting to the visitor (arget was beginning to strike
home". The site was seen as an opportunicy to contact the potential andience cost
effectively, and it is said to have been taken very seriously by che organisation for
developing identity; developing relationships with actual and potential visicors; and
creating a community of educational groups. Four poests, including a Web Editor, have

been created; and it is now a going concern. Web site management s shared between
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Information Systems department and Communicatons and the cxistence of 4 good
dialogrue is reported, The very process of setting wp the sice demonstrated that there
were muitiple stakeholders, whose contribution was needed, and spread
understanding of the importance of a high-quality well-managed database as the
foundation for a site chat added value.

The gite i5 an atcractive and welcoming one; the home page presents a
straighiforward site puide, with main headings of Collectons, Online shop, Supparters,
Contact us, Galleries (London, Liverpool, 51 [ves, elsewliere), sudd Future plans, Tex:
instructions are clear and readable, and navigation presents no problems. Visually che
site is unusually clean and elegant; it is typographically unified, typefaces are
appropriate for screen viewing, page structure is based on a consistent grid and colour
and images are of a high standard.

Web-haszed cechnalogy is also seen as the hasis for visitor information at the Tate;
envizaged as being intranet-based and providing follow-up information, leading to the
development of focused “conversational ' interaction with individuals, Tr is seen as an
cxample of a feature that is the Gallery's strength: develeping new ideas alsour service
pronvision.

It is illumirating to look back on an earlier version of this case study, which
observed: 'The potencial for using the valuable reference material in the existing
records has, however, not ag vet been fully exploited. While Documentation Secticn
can, and often does, produces oncoff reports from the collection darabasge in response
[ CUrALOrs requests for lists of works in certain categories 0o suppolt or explore the
feasibility of specific display proposals, retrieval facilities for end users ace srill limired.
They can scarch in simple ways, for example by artist's name of by accession number;
more complex queries have to be dealt with as special reports (for instance putting
together captions for works to be included in forchooming display prograimimes, (or ise
by the Public Infarmation desk], All that is currently available for subject searching i% 2
list of subject headings, and the only system for subject searching consists of a card
index at the Informatien desk, which has been developed ad hocbut has the merit of
belng based on real guestions asked by inguirers. IC is recognised that this approach
will need updaring and extending to allow for other ways of searching by subjecc (eg
scholarly iconography) if the Gallery is to move towards public access (o it information
resources, and che intention is ro develop cowards electronic searching.’

The remarkable progress chiat has been made in a short dme would not have been
possible withoul awareness on the part of those respensible for the development of
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documentation standards are, that careful thought about the range of ways in which
people want to look for and use information is more important in achieving a “rich and
decailed scandard’ for recording than just having a ‘data model with lots of fields'.

Human resources for information products

Traditionally, the Gallery created its information products in-house; in recruiting staff,
mctuding chose who would work on publications, howewer, it leoked only for a visual
arts background. Mow it seeks candidates with previous expericnce elsewhere of

relevant wotrle

Writing and editing

Wridng makes something of a link between Tate Gallery Publishing Ltd and
Comimunications, as some of the Gallery's conumercial publications are written in-house
by Interpretation staff jother publications arc commissioned fom outside wricers]. The
Curator of interpretation is a professional writer; he and other curatorial staff are
rezponsible for the text of Tatelnform and for extended captions and wall texts. Like
ocher arf historians on the Tate Staff, senior members of the Department may be
commissioned by Tate Gallery Publishing Lod. to write or edit series. Otherwise they
produce non-commercial material. After the launch of the Tate Gallery of Modern Art
and the Tate Gallery of British Art, interpretaton will become increasingly site-based,
and will raise many issues of site management.

Public Events section produces flyers advertising events or activities and is
congulted by the Marketing Manager for leaflets such as Tate Courses. Education section
deses the satne, but alse produces a latger range of material for use by teachers, parents
and children via DTP and photocopying, The latter are planned and managed by the
Ecsources Officer in consultation withithe Head of Department, the Schools Officer,
Communicy Officer (both alse part of Education section) and commissions freslance
writers where necessary, The Department's current ambitionis to produce these
materialz o a higher standard, via outside designers and printers commissioned by the
Print Production Manager, Marketing section, Communicatdon Depariment).

Eoth Communications and Information Systems department claim an interest in
editorial contral: the one in order to achieve consistoncy in presentation in words, the
other to ensure thar published material vses standard wording for specific information
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clements. The Documentation Cfficer in Informatien Svitems depariment edits
collection dacabase information, the Head of Interpretation in Communications edics a
range of material, and two editorial staff in Tate Gallery Publishing Ltd edit commercial
publications, The stall Marketing Manager and Print Production Manager also copy edit
non-commercial information products, and the recenty appointed Web Editor (who
also works in the Marketing section of Communications Department) is responsible for

editing texcs ofher than the ¢ollection catalogue on the public web site.

Dasign

Preparing briefs for outside desipners of non-commercial products is the responsibility
of the Print Production Manager. Tate Gallery Publishing Ltd. makes its own design
decisions, which are taken with an emphasiz on book typography appropriate for the
cotent of the Individual doles,

Training

In the early stages of this case study, training in relation W information products and
presentarion appeared to centre mainly on the use of desktop publishing,
Responsibility was shared between Communications and Information Systems
department, Commugications provided a 3-day course on vsing the software, and
instructions on using the corporate identity; these were run by 1es prine production
manamer, who set up bemplates for a range of applications.

The DTP [Ventura) training provided by Information Systetis department was
lirnited to 'tightly controlled applications' in connection with stnicturlng the outpue
from collections databases. Resowrces and responsibility rested with the ead of
Information Systems, and the Documencation Officer provided database trainlng.
Standard forms were pravided for anything done in-house. An introductory word-
processing raining programime, provided by external trainers in collaboration with in-
house stafl was been introduced for Word for Windows.

By mid-1998, the Gallery was making what was described as [z first consistent
appreach to training. It had appointed a training manager, whe 15 working wich 1S and
other staff on defining levels of training for informaton and IS products. The aim 15 an

enhanced form of training o0 make people berter at using the technology and systems,



Case study Tlae Tate Gallecy

and to develop their understanding of how to manapge information and fexibility in

communicating.

The technolagy used for information products

Az mentioned earlicr, introducton of IT laco the Gallery was piecemeal; it was only in
the early 19905 that it has started oying to develop a co-ordinated strategy, and the
applications used in creating information products could be described as being
geparate from other uses of IT and incernally somewhat fragmented. In 1995 a unifying
step was taken with che introduction of Windows throughout the Gallery; there were
by then more than 300 pes linked in a Wide Area Network which included, besides the
main Caklery, those at Liverpool and 5t Ives, People were said chen to be becoming
more aware through experience of the possibilities of building links with colleagues.
The platform was described as a basic one, and as needing adequate support , which
woild be developed over time. There was a particular interest in providing transparcnt
tools like World Wide Web browsers, and linking informadon from the collections
database co images, within a framework of standards and interaction — an interest,
wihich, as described above, is well on the way to fruition.

The frst steps rowards computer-based management of collections informabion were
takien In the mid-305 in the Reglstacs department. moving lacer to Informaton
Svitems department, as described on p331 One of the firsc uses of the technology was
the production of the printed concdse catalogue ftom the collections database 1o e
early 1990s, using desktop publishing software.

The desktop publishing system in Communications was used for smalkscale external
materials, while the separate system maintained by Informaton Systems department
was restricted fo uses connected with the collections database. The Begistrar's
Deparmient used deskiop publishing to produce labels, a process under the conrol of
Infortnation Systems department. Internal information products were mainly word-
processed.

By the end of the case-study peried, the use of in-house desk+op publishing has
expanded, in what is described as a more tocused way, Digitisation has created many
high -resolution images which can be transferred electronically to external publishers,
and Tate Gallery Publishing Lcd. is well aware of the potential chis offers, Therse (s
inereasing interest in in-gallery print-on-demand for the public, The experience of the
weh gite has led to 2 great increase in copyright awareness, because of the necessity of

]
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cetting permission from owners of copyTight - a process which actually went well; very
few individual artists refused, and agreements were negotiated without too much
difflculty.

The presentation of information

The Tare Gallery Fublicarions Rusiness Plan for 1995-98 set out the situaton so far as
Tate Gallery Publishing Lid products were concerned:
Tate Gallery Publications has long enjoyed am intermational reputatian far the
guality af its design and productien. The cassical approach 1o typagraphy has
enabled backlist books to recrint again and again without looking dated. Each yaar
at least four Ta%e books are among the " 100 Bast Desigred British Booes of the
Year chosen by the baak trade and exhibited in London,

In the course of 1995 Tate Gallery Publishing Lid carried out a review of its use of
princ, and identified different cypographic requirements for various elements of its lisg
the outcomea was a decision to concinue to wse cradicional primt where justfied.

The strand of presentation represented by the Gallery's corporate identity dates
back to 1991-2, when the design group Pancageam were commissioned to design a new
corparate identety [or the Gallery. The corporate idenricy has been described as being ‘a
tewgh thing to bring in', because of the lack in the Gallery's culture up o then of a
degign approach. 1t alse raised che issue of how Gar the activities of TGP should be
brovight within the identity.! The view of the incoming Head of Publicarions in April
1934 was that a clear distinction should be made Berween the Eetail and the
Publishing; while it was agreed that the ID should be used in the Shop, according o
thie Business Plan:

The books are a completely different mattar. Here TGP is aircady establisned in the

rmarkat place, which is an intemational ang not parochial #ne. To present an

exciting and varied list ranging fram 14-page leaflets to 400-page catalagues

U By mid-1998. innovations intreduced by a new Direccor of Nadonal Frogrammes
included branding for individual parts of Tate, which had evident impact on the
corporate idendty; a degree of tension in this area was reporied as continuing, though

iL was regarded by some observers with some amusement.
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requires a varied choice of designers, whe are there ta serve the book rather than
force it into an existing straitjacket. k is not suggested that formats and typefaces
should each have their gwn identity, but customer appeal and the needs of tha

book are paramaunt,

And the Plan suggested that TGP itself needed an [0 as a publishing house, alled o
the Gallery's but clearly distinct, showing that “this is a professional, financially
independent grganisation, able fo compete in the world of Thames and Hedson or
Prestel [Preseef Verlag] '

At the end of the casestady period the Managing Director of TGF Ltd and the head
of Communications were working together to discuss the application of a new
carporate identity {being designed this me by Wolfe (lins).

Production

When this study began, production of nopcommerclal 1items for public disccibution was
managed by Communications; a development resulting from the introduction of the
corporate TD. They used a small number of printers regularty, from whom tendets are
sought for appropriate jobs. Apart from the labels and captions automatically orglnated
from databases [see p329) . other products were mainly originated by word-processing;
in some cases the uldmace product was direcdy from that. in others typesetters or
printers might still re-key from hard copy; more usually a text-file from the word
processed file was used to orfiginate typesetting. The main cataloguee was [ypesst
externally [as mentioned earlier, it has now moved to the web site), AC least one
product {the Nustrated Companion to the Tate) was produced (in 1959(0) using
Monophoto.

The ohjectives for 1924/95 included the production of an increasing amount of print
via DTP. and as indicated above, this has in fact come about, with more fomsed wse of
this technology.

With the structoral changes described earlier, non-commercial information
products are now the respensibility of the Division of National Programmes; in this
connection education and associated intormation products will play an increased part,

with the institution of an important programme of high-level in-house courses for
specialiats.
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Testing, monitoring and evaluation of information products

AL the stare of this casc study, activity in this respect was described as heing 'not very
sophisticated’. The main findings about the effectiveness of information products had
emerged from a Visiter Audit comumissioned in 1994, which used observation,
interviews in the galleries, a survey, and focus group discussions,
Findings with a bearing on information products and presencation which emerged
from the Aundit include;
= A high level of use and appreciation of extended captions and wall texts.
a Ademsand for mgee information abour what is on display, about what is in the
collections and aot o display, and about the background to works.
»  Low level of use of Information signage and broadsheets,
The consultancy which carried out the Audit recommended among other things:
» Establishing an Information Centre where visitors could access information on the
collecrions and congult gurrent exhibition catalogues.
= A MicroGallery approach’ [similar to the inceractive hypertext-based guide at the
Naticnal Gallery] which would allow visicors 1o locare particular works or themes
for themselves amd plan their own conl e rouncd the Gallery.

A survey of the readership of tote: the magzine showed that this product was the
secotd most important factor in encoumzing Friends 1o renew their membership, and
the third most important in terms of recruimment of new Friends.

Ey the end of the study evaluation of individual products or groups of products was
forused on whether rthey achiewved their stated ohjecrives within the terms of their
production. Costeffecrivensss plays a large parc in che appraisal, especially in the case
of Tate Gallery Publishing Lud, where, as mentioned earlier, each proposal for a product
hag to have a rationale and cost justification, which serves a3 2 posc-publicaton
evaluation criterion.

Development of the Gallery's web sibe has been instrumental in progress in elidbng
responzes from ugers and building inceractions with them. Responses to the sire have
been pogirive, and it has beoughe unsolicited endorsement. Contrary to expectation i
some parts of Gallery that only a few hundred people in the world would be interested
in the on-line catalogue, thers have been tens of thousands of wsers world-wide, and
the gite received 21 million hits in 19958, from over 120 countries. There is now a nged

to develop methods, in addition to the Visitor's Book, of using the Web site to get

[340]



Case stuchy Thie Tare Gallery

information from people, The information desk’s subject indexes based have been
transcribed (o the Incernal web pages for preliminary evaluation by staff

An evaluation of the present situation

The fundamental changes over te period of the cage study which have been descnbed
above miean that my evaluaton at the close 15 different in many ways from the way in
which [ saw the situation in the early stages. It seems fair, therefore, to present both
and to show how and why they have changed. It is pleasant co reporc that I close this
study more encouraged than I was at its start.

Threoughout che cage study there hiave been several factors which have implications
for future developments in the areas which Form the focus of the present research.
They relate primarily to how people define such terms as information. information
palicy, and information management, and how they think they should contribute to
achicving the Gallery's aims.

Infarmation paolicy development

In the early stages, while informarion policy was much discussed, there seemed to be
differing visions of what the policy s seeking co achieve: on the one hand ic was seen
as a matter of 'opening It out to users of informartion’ and drawing in staleehotders, and
on the other as a means of getting influendal people to understand the significance of
information, and as being strongly identified with a stratery for the use of information
techroloay.

Thera also appearsd to be different views an che role that outside consultancy
should play in the development of informabon policy. One opinion was that, to
convince senior mangers of the significance of informarion, ic was necessary to cnmoust
external consulcants with the tasks an opposing view was that to do so would both
disregard the essential contribution te policy formulaton from the inside Imowledge of
staff and pass an implied judgement on their quality. On this view, the Gallery's own
staff should take the lead, calling ont outside expertise For suppoft Where necessary.

Alongside these variations in strategic approach there were differing
understandings of what information consists of - some people thoughe it was simply
what the Callery presented to the outside world; no connection was seen wich where
that information came from, er how resources of information aboit the collections
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were organised and maintained, or the cconomiacs of the process. The past hiscory of
what had by then become Communications may have some bearing on the confusion of
views: i0 wag previously called the Infermation Tepartment, and the change of name
was made in order to develop what wias descriled as a 'pro-active deparcment co sell
the Gallery'. It may be that the concept of inlormation became attached to pro-active
selling in che process.

It was also reparted chat up to recently it had been difficult to ‘identify that IT and
informarion management are separate and different’. Understanding of the distinction
by the rfime che ¢ase study began had led to the creation of an Information syscems
department with IT and information management as separace sections. This suggested
thar infoermation management was perhaps seen as [ying within information systems,
rather than systems and IT being regarded as an essential infrastructure designed
support an information management stratery that would serve the full mnge of what
the Gallery needs to do with information in erder to meet its objectives, (The Two views
of information management are associated essentally with, on the one hand, a sysrems
and IT approach, and on the other one deriving from information sciencoe - they are
easily discinguishable im the literarure, but coday show some signs of beginning 1o
CONVErge,]

Changes in the period 1997198 have led (o a focus on information sysiems strategy.
which is seen as leading to an overall information managemsnt strategy, with a role for
a coordimating manager. It seems that inifiatives from informadon systcms staff who
have a good understanding of whar information and information management mean
have, owver the long rerm. begun to win the day and convince top management. This
process has been accompanied by cultueal chanpges manifested in a "different balance
within the organisation” as between groups with various kinds of specialist dmowledge.
[The experience of restating thelr positions at varlous stages in the present case study
iz, incidentally, said to have helped the staff concerned wich this process in focusing
their ldeas.)

The development of cthe Gallery’s web site has been of particular significance in this
context — it has been possible to take advantage of the long-term and hitherto not
much regarded thinking invested in the ¢ollection database in moving quickdy to
imporcanc information products and fundaciors for interacton with users, as well as
to esrablish in the process a sound basis for the Gallery's inttanet. This process has
helped to bring torether diverging views about the nature of informacdon and the
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relative importance for the Gallery of Information direcred 1o the putside world and
information deriving from documenting the collection,

The use of IT

Whent the study began, there was 3 history of piecemeal introduction of information
technology, without any coordinated stratery; individvual departments had taken their
own initiatives, and incompatible (and sometimes unsuitable} systens had been boughc
at different times by various departments. There had been particular problems with
corporate information, which had been disibuted among multiple databases, some
with poor retrleval facilides, and in general very task oriented, and che Gallery sdll
lacked a proper contacts database which would form a single resource for information
about people and institutions . The idea of a single integrated system for mapagement
information was described ag gtill being ‘deaply revolutionany

This sicuation may have heen associated parthr with past management atttudes,
which encotraged independent inifiatives. and partly with the fact that the Gallery
had few professional 1T stalf ar its digpozal to support developments for which different
departinents had a legitiinate need ; it also reflected the functional diversity of the
institution and its culture.

Here too, time has brought beneficial changes, in thiz instance, the Galleny's
impressive expansion programme, with its new sites and the possibilities they offer,
has brought about new thinking on the use of technology and has provided incentive
for a drive towards unification, All sites are now networbed. At the same cime, the
Information syscems strategy should include a clear definition of the strategy for IT.

One positive feature Identifled in the early stages by various pecple was that the
Gallery had not leapt headlong into investing 1o the latest faghionable technologies,
such as multi-media and image databasecs. It is now reaping the rewards for this
cautivn; although in these matters onc is always o some degree in pursuit of a moving
target, the Gallery is in a strong position to develop its digitisation programme and its

web site, and to embark on innovative developments to mect the needs of its new

gallery spaces,
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Informatian products and presentation

In the carly stages of this study, the frgmenced way in which information products
were managed was noted: information products tended co be seen as discrete itams,
existing each in itz own right, racher than as the end product of & process drawing on a
range of sources, Each one was congequently composed in isoladon and did not become
automnatically integrated into overall inforimation rescurces, While there were some
high-gquality produces, each was selfstanding. and not specifically relaced to what the
Gallery ag a whale sought co achieve through information. ‘While responsibilities for
information products were disrributed among various divisions, there was no regular
argaiisational forum where the people concerned could meet.

Over fine, there Bas been more thinking abouc how information products should
support what the Gallery is seeking to do. particularly in relation to the appropriate
division between commercial and non-coruetiercial, and o electronic as against
printed, as with che collection catalogues [sce p324). They have become mare
integrated into overall strategy and objectves; proposals for loformation products, lilke
other proposals, now require a quantified indication of benefits. The lack of 2 meedng
ground for those with responsibilities for informaton products imay be rectified with
the scructural changes of 199798, and the development of [nformalion Systems strategy
degeribed above {see pa20), Training in relation co information products has also come
e be taken more sepously and a congistent approach is being developed,

Differing views on presentation appear scill o exist. The role of the corporate
identity incroduced in the early 19908 was, as noted earlier {see p323) was something of
a bone of contenton so far as (e commergial publishing arm of the Gallery was
concetned, though thls has largely been resolved since then, and those responsible for
its introduction elsewhere found the process a difficulc one, In the cdosing stage of this
siudy, a further element had been inlroduced. with the concepe of branding for
individual parts of the Gallery, and the develepinent of a new corporate idendiry. The
presentation of information products is another area where development of the
Gallery's web site may lead to more fundamental thinking i relation co total rathec

than surface aspects of presentarion.
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Infarmation resources

As observed earlter (see p318) thers have been changes over time at cthe Gallery in views
of what consttutes information resources, their place in the organisacional structure,
their management, and their role in relation to information products. In the early
19%0s, the term was seen as meaning materials and media for informarion delivery 1o
the public: now rhe more usual sense of the term, as covering such entities as libraries,
archives, collections documentation and the systams to support their use, is aocepted.
At one dme the main responsibility for information resoucces as 90 defined was seen ag
a curatorial one, then as belonging bo reristration, and later again ag that of
documentation and IT, A more integrated understanding is now emerging from che
development of an Information systems stratagy, and the need tor co-ordinated
informadon management has been recognised, with the appointment of the Gallery's
Head of Library and Archive az Corporate Information Manager.

Larpe-tcale changes are in progress a8 this case study closes, and there is still a long
way to go, but the more intagrated approach to using informacion which has developed
makes it likely that a) the Gallery’s information products will be seeh as part of its
tocal informaton resources, and b} there will be more comprehensive and strategic use
of its resources of knowledge and informaton as a source of information produces,
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